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Foreword

Welcome to Working With Our Pub’ics:
In-Service Education for Cooperative Ex-
tension. Those who have been involved
in developing this project {ook forward to
your participation as a way of bringing it
full circle—back to the state and county
Extension educators whose requests for
help in their changing professional roles
initiated the materials you are working
with today.

This in-service education series has been
supported by the W. K. Kellogg Founda-
tion, ECOP, the ECOP Subcommittee on
Personnel and Program Development,
ES-USDA, and all of the state and ter-
ritorial Extension services and their direc-
tors. Each of those groups hopes you find
the training a rewarding and enjoyable
experience.

Working With Gur Publics was made pos-
s.ble throug h its many supporters and par-
ticipants, a few of whom are mentioned
here. Initial support by Mary Nell Green-
wood was crucial, as has been the con-
tinuing involvement of Administrator
Myron Johnsrud. The ECOP Subcommit-
tee on Personnel and Program Develop-
ment has guided every step of the

project. M. Randall Barneit, Terry L.
Gibson, W. Robert Lovan, Ronald C.
Powers, and Leodrey Williams deserve
special mention, as does Connie Mc-
Kenna, whose untold hours of work and
miles of iravel made sure it all fell into
place.

The expertise, leadership, proficiency,
and hours of work devoted to the project
by the developers of the seven modules—
David R. Sanderson, Richard T. Liies
and R. David Mustian, Lee J. Cary and
Jack D. Timmons, Laverne B. Forest,
Betty L. Wells, Verne W. House and
Ardis A. Young, and J. David Deshler,
respectively—brought it all together.

It is obvious thai Working With Our
Publics would not have come into being
without the financial support of the

W. K. Kellogg Foundation. What may

not be so immediately obvious is the con-
tinuing interest, support, and dialogue
provided by the Foundation through its
president, Norman A. Brown.

The many state and county Extension
professionals who took part in this
project as writers, researchers,
reviewers, and field test participants in
the individual modules are gratefully
ackiowledged.

As project leader, I would like to ac-
knowledge here the support given to the
entire series by North Carolina Agri-
cultural Extension Service Director
Chester D. Black. Grateful recognition
is given to a long-time colleague and col-
laborator in many writing projects, Adele
P. Covington, whe was principal editor
for the series. Valuable contributions to
the development were made by Joan
Wright (California), Lee Hoffman
(Washington, D.C.), Brian Findsen
(New Zealznd), Heriberto Martinez
(Puerto Rico), and in the later phases by
Janice L. Hastings (New Hampshire), Jo
Jones (Ohio), John M. Pettitt, John G.
Richardson, and Frank J. Smith (North
(_arolina). David M. Jenkins, Depart-
ment Head, and the staff of North
Carolina State University’s Department
of Agriculturai Communications descrve
special thanks fo1 their outstanding per-
formance in publishing the modules.

Working With Our Publics is designed to
increase your knowledge and skills for
work with your changing clientele in
today’s social environment. It also will
help you, as a member of the Extension
team, (o work with the imperative issues
facing the Cooperative Extension Sys-
tem, as well as to expand those skills as
an Extension educator that are a neces-
sary comp’ :ent to your other technical
and adn’ _.strative roles.

If you are new to the practice of Exten-
sion, we hope that you will view these
training materials as a greeting and a ges-
ture of support from those who have
gone before you. If you are an ex-
perienced Extension educator, we hope
that you will enjoy this *‘literary conver-




sation’’ with your peers. In either case,
we are confident that you will find the in-
formation and activities presented here to
be timely, stimulating, and practical.
After all, they were developed by Exten-
sion educators!

Edgar J. Boone, Project Director

Assistant Director, North Carolina
Agricultural Extension Service, and
Head, Department of Adult and
Community College Education

North Carolina State University
Raleigh, North Carolina




Overview of the Series

The series Working With Our Publics:
In-Service Education for Cooperative Ex-
tension consists of seven independent
training modules. Based upon needs and
objectives identified by Extension profes-
sionals, the modules are designed to
stand on their own as independent instruc
tional packages, or to be used as a com-
prehensive series. Very briefly, the
modules and their authors - re:

Moduie 1: Understanding Cooperative
Txtension. The history, mission, values,
and networks that make the Cooperative
Extension System and the land-grant in-
stitutions unique. Participants will ex-
amine their own expectations, values,
and skills, in light of the System’s needs,
toensure a good *‘fit”’ between the in-
dividual and the organization. (Nin2
contact hours of training developed by
David R. Sanderson, University of
Maine at Orono.)

Module 2: The Extension Education
Process. An introduction to, and guided
practice in. the premises, concepts, and
processes of i*'onformal Extension edu-
cation—planning, designing and imple-
menting, and evaluating and accounting
for Extension education programs. Both
new and experienced staff members who
complete this module will underseand and
be able to apply the programming pro-
cess as it relates to Extension education.
{Twenty-four ccntact hours of training
developed by Richard T. Liles and

R. David Mustian, North Carolina State
University at Raleigh.)

Module 3: Developing Leadership.
How to acquire and exercise leadership
<kills and how to identify, recruit,
develop, and work with community
leaders. Intended for all Extension
nrofessionals, the Module is designed to
improve participants’ abilities to identify
and involve lay leaders in Extensinn
programs and, hence, to develop leader-
ship capabilitics ameng Extension’s clien-
tele. (Twelve contact hours of training
developed by Lee J. Cary and Jack D.

Timmons, University of Missouri at
Columbia.)

Moduie 4: Situational Analysis. How
to determire the need for the Extension
educator’s involvement in issues and to
understand the economic, social, politi-
cal, and environnientai contexts in plan-
ning, designing, and implementing
programs. This Module is designed to
provide both new and experienced Exten-
sion stoff members with an appreciation
of the role that analysis rlays in program-
ming and decisionmaking, as well as the
skills to identify, collect, analyze, and
use relevant data in the Extension educa-
tion effert. (Twelve contact hours of
training developed by Laverne B. Forest,
University of Wisconsin-Madison.)

Module 5: Working With Groups and
Organizations. Development of skills in
working with and through groups and un-
derstanding the behavior of groups, or-
g-nizations, and agencies. New :ad
experienced staff members who complete
their training will be better able to
analyze the behavior of individuals,
groups, organizations, and governmental
agencies. They will gain the skills to
build mutually beneficial working
relationships, and to deal with networks
of influence and key power actors in
client communities. (Eighteen contact
hours of training developed by Betty L.
Wells, Ir'va State University. )

Module 6: Education for Public
Decisions. In-service education in
analyzing public problems, anticipating
the consequences of Extension’s involve-
ment in issues, and working effectively

i 1areas of controversy. Personnel who
play a part in deciding Extension’s invol-
vement will build the knowledge and
skills needed to design, deliver. and
evaluate educational programs on public
issues. (Eighteen contact hours of train-
ing developed by Verne W. House, Mon-
tana State University, and Ardis A.
Young, Washington State University.)

Module 7: Techniques for Futures
Perspectives. Information and exercises
on working with Extension’s publics to




achieve a proactive stance toward the fu-
ture through projecting future conditions,
analyzing trends, and inventing futures.
All participants, particularly those with a
background of field experience, will
benefit from enhanced capabilities to
develop and provide educational pro-
gramming that helps clients carry out sys-
tematic planning for the future. (Twelve
contact hours of training developed by

J. David Deshler, Cornell University.)

How to Use This Module

This module consists of five major parts,
separated into sections in this notebook.
Workshop leaders are urged to become
thoroughly familiar with each of these
parts well before they schedule training.

Sourcebook. The Sourcebook includes

a concise, readable synopsis of the
Module’s content and a Selected An-
notated Bibliography. Separately bound
copies of the Sourcebook are available
for workshop learners. They may be

used as preliminary readings or as follow-
up materials after the learners have com-
pleted the workshop.

Leader’s Guide. The Guide provides
step-by-step instructions on how tv con-
duct the workshop. Preliminary and
follow-up activities are describzd, as
well as those to take place during the
workshop.

Learners’ Packet. All materials, other
than the Sourcebook, the newspaper, and
the comic book, that are intended for dis-
tribution to the learners are included in
the Learner’s Packet. Additional copies
may be purchased from the publishers or
reproduced locally. Suggestions for
when these materials should be used are
in the Leader’s Guide.

Instructional Aids. The Instructional
Aids include posters, videotapes, a
newspaper, a comic book, and masters
fo- producing overhead transparencies.
Suggestions about when to use the
various aids are included in the Leader’s
Guide.

Edgar J. Boone, Project Director
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Overview of Module 4: Situational Analysis Content
The Villagers

Many years ago, a ieader and his people lived in & small village by ariver in
a clearing just outside of a great forest. One morning when the vitlagers
went out to gather roots, they discovered that the water in the river was
rapidly rising. They called for their leader to come quickly.

The leader, named Vantage, walked up and down the bank, surveyed the
situation, and concluded something must have fallen into the river down-
stream, damming it and causing the river to overflow. Vantage decided the
object must be removed or the viliage would flood.

Vantage and a band of fearless warriors set out to find this troublesome
object and remcve it from the stream. A short distance from the village, they
spied what looked like a long tree trunk, with very rough edges, lying across
the stream.

““We have found the source of the probiem,” cried Vantage.

Howaever, there was something strange about this log. It seemed to have no
beginning or end. It came out of the forest, crossed the stream, and then
went back into the forest. Furthermore, upon close examination, the rough
edges on the top of the log resemblsd small spikes rather than bark.
Vantage dismissed these oddities. The forest was a dangerous, uncharted
land. He would not send the men across th: stream and into the forest
merely because he was curious about where ihe log began and ended.
Besides, the village would have to be evacuated because of the ricing
water, if he didn’t act soon.

So, Vantage instructed the band of fearless warriors to smash the huge log
with their axes and clubs until it broke into hundreds of pieces. As the war-
riors delivered their blows, the *log’’ let out a horrid snarl. The warriors
i+mped back in fright. It wasn’t alog at all, but the tail of a dragon sleeping
in the forest.

The dragon, in a foul mood at being awakened in such a rude way, became
very angry upon seeing Vantage and the warriors. Taking a deep breath,
the dragon blew fire at them, instantly burning many of the work crew. The
grass in the clearing also caught fire, and within a short time, the village it-
self was destroyed, and many villagers were killed. The dragon, annoyed
Y this commotion, meved further downstream and went back to sleep.

11
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Unitl. Introductioni to
Situational Analysis

Vantage and the viilagers faced a prob-
lem and tried to solve it without complete
information. Have youever been in a
similar situation? Have »ou ever acted
with ircomplete information? Have you
ever been faced with too much data and
wondered what to pay closest attention
to? Have you ever wondered Low ¢ in-
terpret all the data around you?

Have you ever acted hastily to solve an
emergency and then discovered your
impulsiveness led to further problems?
Have you wondered where to get the data
to solve a problem? Have you done a
quick analysis; reached a conclusion;
acted; and then wished you could turn
back the clock and develop or obtain
more information and understanding of
the situation?

Situations Vary

While the foregoing story of Vantage and
the dragon portrays a situation, perhaps
the questions yast raised trigger the need
to consider other situations faced by Ex-
tension educators.

Let us look again at the river people, but
this time let us examine their history.
Decades before the villagers faced the
flood, an 2vent occurred that caused
them to locate on the river. Vantage’s
great-grandfather, Lee Der, who also
was a village leader, and his villagers
were traveling across the country. The
Lee Der travelers joined another large
group of travelers that stopped at
Golacheevers Village, where they spent
the night at the Village Inn. To determine
their travel direction, they began to
review community needs, missions,
dreams, directions, census data, Depart-
ment of Agriculture data, natural resour-
ces data, weather data, time, and other
factors, as well as to sort and weigh alter-
natives. The Lee Der group listened but
did not know what to make of all the data

12

and discussion. They became frustrated
and decided to strike out on their own
route.

Seven kilometers down the road, the
travelers faced another situation. They
came acrossa "*Y’’ in the road. One fork
had a sign that read: ‘‘Land of Ben I Fit—
36 kilometers. Road winding and un-
paved.’’ The other sign read: *‘Land of
Ben I Fit—9 kilometers. Road dan-
gerous.’’ They chose the shorter route.

As the travelers continued down the
road, they came across a sign that read:
“‘Warning! Bridge Out Ahead.’’ But,
having already traveled this far at such a
fast pace and not wishing to retrace their
steps, they chose to ignore the informa-
tion.

A few minutes later, traveling recklessly
in their horse-drawn carts to the top of
the cliff, the travelers saw that the bridge
was, in fact, out. The high spced at
which they were traveling qt the moment
they saw the sign left them too caught up
in the momentum to do any analysis or
thinking. The horses, carts, and pas-
sengers started to fall off the cliff.

A sixth situation occurred a few seconds
later, when Lee Der and many of the clan
were hanging by their fingertips at the
top of the cliff, just before falling. The
situation at that time was precarious and
possibly catastrophic.

Tragically, when the EMS rescue squad
from Golacheevers Village arrived at the
scene, they found injured and dead vil-
lagers among the rocks and rapids below
the cliff (a seventh and different situa-
tion). None of the injured could be
moved without fear of further injury, so
the squad patched them up and stayed by
the river to tend to them.

Seven situations! Seven mistakes! From
one faced by people because of decisions
made by others many years ago, toa life
and death crisis, to a pending catastro-
phe, to more distant and preceding de-
cision points, to a large community in-
volved in long-range planning with a lot

Working With Our Publics ¢ Module 4: Situational Analyis ® Sourcebook
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of meaningless dawa with no apparent
emergencies or crises, Vantage and the
villagers were most certainly doomced.

Extension Situations

Let us now turn t¢ more current times.
Into which of the seven situations just
described do Extension educators see
their situations falling? At what point do
Extension program situations fall? In
which situations do Extension educators
want their situations to be?

To put the foregoing stories in the reality
of everyday work, do Extension pro-
grams pick up people at the bottom of the
cliff (e.g., bankrupt farmers)? Or do Ex-
tension programs rescue people hanging
at the top of the cliff (e.g., near bankrupt
farmers)? Or do Extension programs as-
sist farmers who are approaching ex-
tremely high debt/low asset ratios? Or do
Extension programs put out warning
signs to the r.:2125s? Or do programs
offer analysis of the financial and
management alternativesat the *'Y"’ in
the road? Or are Extension prograins
based on a more farsighted analysis of
the total situation? Extensiow educatos
have to answer these questions for them-
selves and the publics with whor. hey
work.

I.; Module 4, we examine the generzl
process of analyzing situations. The con-
tents are intended to enhance effective
and successful programs, whether the
programs focus on water quality, dairies,
infant nutrition, or any other topic area
or organizatiunal level.

Assumptions

To have successful programs, Extension
educators must be skilled in the art of
**knowing where they are and what to do
about it.”” Sound analysis of program
situations greatly increases impact over
time, and reduces the likelihood of being
too hasty or reactionary to lower prior-
ities, or running into *‘blind alleys.”’

Several critica! assumptiuns underlie
' Yodule 4. First, Extension programs are
«£ant to cause change, or make a dif-
ference in the community or clientele
from one point in time to another. For ex-
ample, Extension educational programs
for volunteer leaders should produce
more effective leaders. Farmers should
know more and change their financial
and money-management practices, based
on analysis of their situations and resul-
tant programs.

Second, Extension programs are sequen-
ces of educutional experiences intended
to result in a change in participants’ be-
havior. Educational experiences range
from conducting a workshop for a county
board that wants to develop a solid-waste
disposal system, through publicity,
referendums, and hearings, to helping a
group of farmers learn more about
calibrating a pesti.'Je sprayer throuvg,
farmyar+ demonstrations.

Third, effective Extension progranis do
not just happen; they are planned. Plan-
ning means makiag choices about future
goals, how to acquire needed resources,
and methods to use the resources in an ef-
fective, systematic, and sequential way.
Planning means deciding and choosing.
Because certain options and alternatives
are chosen over others, the process is not
value-frec. The programs selected and
the goals and mrethods used to achieve
them are indic. .ors of what Extension
and its publics consider valuable and im-
portant. The program selection process is
not neutral.

For example, if Extension - necialists and
agents and public leaders in water resour-
ces provide programs about awareness of
groundwater pollution, all parties should
recognize that increased awareness will
probably lead to political action, new
public policies, and local regulations on
waste disposal, manure runoff, fertilizer
use, and lake-shore management. In fact.
the awareness building experiences
should not te conducted without first con-
sidering the long-term effects desired,
such as probeble political and community
actions.

ja2
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This situational analysis module is meant
to increase the numt..: and quality of
well-planned, Extension education
programs that effect change i1 the target
clientele.

Impcrtant Concepts

A brief description of several terms will
make this introduction to situational
analysis more understandable.

Situation

Situations are sets of circumstances,
dilemtnas, contexts, or environments in
which there is no single course of action
to follow. “hey are settings that vary in
scope, complexity, and immediacy. In
situations, Extension educators and their
publics often find themselves perplexed
about future Extension program direc-
tions.

In common usage, a situation is the loca-
tion, position, or place of an object in
relation to its surroundings; the condition
of something with regard to certain cir-
cumstances; the combination of circum-
stances at any given moment; the *‘state
of affairs.”’

Building onthe villager situations and
those of Carr (1947), the following are
several key 1eas to remember about
situations:

® Components, parts or objects making
up the situation.

® A focus, center, or interest among
these components.

® Patierns of relationships among the
components.

® Patterns of interrelationships be-
tween the situation and aspects of its
surrounding environment.

In other words, situations are both the
forest and the trees, the total and the
parts. A situation, such as farmers shar-
ing their frustrations about their families’

economic plights, represents a complex
set of factors. Just as Vantage’s village
was flooded because of decisions made
decades before, a farm family’s plight is
often caused by prior factors, many of
which are unknown or difficult to deter-
mine in the present.

A situation at any moment in time is
analogous to a pile of ‘‘pickup sticks.”’
Each stick (a component) is interrelated
with every other stick it the pile. Mov-
ing one stick disturbs others. To know
completely each part and the meaning of
each part in a situation requires knowl-
edge of the location or meaning of all
other parts, from all angles.

Real-life situations have one more simi-
larity to *‘pickup sticks’’—relationships
change with each move in the game. In
any situation, few, if any, o ** = com-
ponents are within one’s per. ;on-
trol. So, while Extension agents ad
specialists need to understand what they
observe in the county, knowing all of the
prior or uncontrollable outside factors
might be impractical or totally unneces-
sary. The purpose of the situational
analysis model is to assist in optimizing
the analysis. The model shows how to
know as muchk as is :.eeded to make im-
proved, practical decisions.

After a person has experienced a par-
ticular dilemma, he or she generally
develops an approach to handling situa-
tions. But what do Extension educators
do when the university dean tells them
that their budget will be cut? What does
the faculty do when taxpayers are object-
ing loudly to a trillion-dollar national
deficit? It is when Extension educators,
facing new situations, are wondering
where to go next, and knowing that they
mast readapt, that they must develop new
approaches to analyzing situations.

Although every situation has a reality
aside from the public’s perceptions of it,
humans can only know and understand
situations according to their own percep-
tiont There is no way to separate reality
completely from perceptions. Data and
real objects are percetved by people.
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Thus, different realities appear, if data
and other factors in situations are studied
and analyzed with the Extension edu-
cator’s publics. Many past studies on
group decisionmaking (e.g., Whale and
Boyle, 1966) document that as various
people study a situation they identify dif-
ferent aspects of it, and can come to
agreement or consensus about its mean-

ing.

The findings by adult education and
psychology researchers show how people
differ from each other. Varying experien-
ces, while growing up, give people dif-
ferent value systems, feelings, and ideas
about what is important. Each of us hasa
unique personality, value system, and ap-
proach to new and changing situations.
Because people 2ad their perceptions are
inherent parts of situations, it is impos-
sible to remove the human factor from
situational anaylsis.

Analysis

Analysis is a Jetailed examination. In
analysis, an object is identified by its na-
ture, its components, and interrelations
of those components. Analysis enhances
understanding, meaning, and interpreta-
tion of the object under study.

But analysis is not judging, concluding,
or evaluating. Analysis should help per-
sons improve their ability to assess and
evaluate situations. In analysis, people
do more than observe or measure. They
mentally sort or separate the observa-
tions and measurements of a situation
into components or categories. These
smaller parts, each more manageable by
itself, allow increased understanding of
the various parts of the whole situation,
the patterns within it, and its relation-
ships to external conditions.

Bloom et al. (1956) define analysis as
one of the higher orders of learning and
thought in cognitive learning. They im-
ply that learners (Extension educators
and their publics) must be able to (1) re-
call, (2) understand, and (3) apply the
facts in situations in order to (4) analyze
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(cognitively separate a situation into its
parts and be able to detect the patterns be-
tween the parts).

Analysis is more difficult than memory,
comprehension, and application, the
lower mental levels of learning, that are
needed to analyze situations. Parentheti-
cally, defining analysis as a sorting or
separating out a more global phen- -
omenon presents an unsolvable dilemma
for the person who is looking for a
simple way todo it. The process inherent-
ly contradicts. The purpose of analysis is
to change surface simplicity to problem-
atic issues and deeper understanding. In
systematic situational analysis, analysis
evolves into amore complete interpreta-
tion of the meaning of a situation.

Situational analysis in Extension educa-
tion programdevelopment is a process by
which complex sets of circumstances are
observed and separated into smaller,
more manageable parts and components.
When working with Extension publics,
this process leads 1o more complete
observations, measurements, under-
standings, interpretations, and judg-
ments about the parts, the patterns
between them, and the environment in
which the situation occurs. These
analyses and interpretations are made in
relation to desired values and criteria,
and are intended to improve the program
developer’s judgments and decisions
about needs, goals, resources, obstacles,
and methods.

Why Use Situatio.al
Analysis?

When performed systematically and
given sufficient time, situational analysis
helps the Extension educator determine
whether or not to propcse a program and
how effective it will be.

Analyze to Determine Nceds

To effect change in learners’ behavior re-
quires knowing the difference (the needs)
between where Extension clients should
be and where they are (Leagans, 1964;

"




Boyle, 1981). Clearly, then, under-
standing where clients should be is not a
value-free process. If Extension bases its
pregrams on people’s needs, then Exten-
sion educators have a specific purpose:
analyze a s*nation to identify the desired
state(s) of affairs, the current conditions,
and the differences between them in the
community, group, or organization, or
among individual learners, and decide
whether or not to offer programs related
to those needs.

Because situational analysis is a con-
tinuous process, determining the prob-
lems and needs of clientele, such as
young farmers, before designing a
program for them, does not mean the
analytic process stops. Extension
educators cannot understand the total
situation before a program is under way.
And this fact is complicated by the ever-
changing nature of situations. Because
ongoing situational analysis is a constant
reassessment of problems, needs, and
decisions, it allows Extension educators
to reevaluate the merits of their goals and
planned actions.

To summarize, all educational goals take
on meaning only as they are anchored
into the context of the situations of
learners, their values, and their needs. A
key purpose of situational analysis is
problem and need assessment. By un-
covering related planning or decision-
making data on ‘‘what is,”’ comparing it
to ‘‘what should be,”’ considering alter-
native directions, evaluating the options,
and deciding which program objectives
to achieve, Extension educators will have
a successful program.

Analyze to Identify Constraints and
Obstacles to Change and Growth

and female roles, or distrus: of outsiders.
These obstacles might reflect problems
that require an additional educational
program to overcome them. When
leaders of key groups are identified and
involved, the likelihood of the program
being scuttled is greatly reduced.

Analyze to Learn and to Help
Others Learn

Involving program participants in analy-
sis leads to new ideas, understanding of
others’ values, and new ways of lonking
at old ideas. The acquisition of new facts
or beliefs from other progiam areas, dis-
ciplines, and vested interest groups can
help Extension educators (analyzers) to
become more aware of their own prac-
tices, values, and attitudes. Situational
analysis is an opportunity to learn alterna-
tive directions a:d how Extension pro-
grams interrelate with those of other
groups, organizations, and communities.
A thorough analysis generates new per-
spectives for viewing a situation through
other value systems.

Analyze to Determine and to
Develop New Resources

Situational analysis increases the chances
of program success by identifying factors
that possibly are detrimental to program
implementation. Situational analysis can
help the Extension educator to identify
obstacles that could handicap the pro-
gram’s acceptance, for example, com-
munity people who want to keep things
just as they are—traditions, such as male

A final reason for analyzing program
situations is to gain a more complete un-
derstanding of community resources.
Before initiating an educational program,
the Extension educator must find the loca-
tion, quantity, and quality of available
resources. These resources might be
within the situation at hand or in what
Carr (1947) called *‘the situational
field’’—the area that is just outside of,
but related to, the immediate situation.

In fact, situational analysis itseif can
generate resources. Defining a problem
and understanding key causes for it
develop confidence and independence.
Learning leads to more independence
and an increased ability to determine
one’s own needs. Analyzing program
situations with its publics can generate
support, cooperation, acceptance, com-
mitment, and important political support
for Extension.
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Improving Situational Analysis:
The Obstacles

Situational analysis presents four types of
obstacles: (1) physical, (2) social, (3)
psychological, and (4) mythological.
How well these obstacles and their
implications are understood and over-
come could point to how effective a situa-
tional analysis will be.

Physical Obstacles. Physical obstacles
are geographical size and distance. For
example, it would be much easier to
analyze and determine the problems with
trade-center construction in a classroom
discussion with full-time students than in
a 10-county area in which adult learners
are widely dispersed.

Again, the number of factors and inter-
relationships increases geometrically as
we move from analyzing the fiscal
management of a single farm, to farm
foreclosure notes in a county, to the
economic well-being of a statewide farm
commedity group. Even if it is possible
to identify all the parts of a situation, it
could be too costly to measure them.

Often, members of a target clientele
group, such as commercial fruit growers,
are widely dispersed. It is difficult for Ex-
tension educators to carry out personal-
ized, collaborative, continuous, and
relevant situational analysis over such a
broad area.

Social Obstacles. Social obstacles in-
clude norms, habits, and roles. Much of
our everyday behavior is habit. We
generally do not reflect, analyze, and ra-
tionally determine the next step in every-
thing we do. Therefore, the importance
of systematically analyzing a program
situation might not be recognized by edu-
cators or publics. The analysis system it-
self might be strange, or conflict might
exist between the system and people’s
routines or habits.

Another social constraint is what Bach-
rach and Baratz (1962) refer to as *‘the
nondecision.’’ Certain groups and in-
dividuals in society have more power and

influence than others. They can restrict
which situations are open to éxamination
and decisionmaking. Power actors can
keep controversial or threatening arenas,
such as land-use planning or watershed
improvement, closed to examination and
thus forestall decisions.

Related to the phenomenon, nondecision,
is our desire to avoid discomfort, which
can lead to *‘nonquestions.”’ For ex-
ample, many Extension educators might
not ask whether CES ought to continue to
exist. Rather, they might ask how CES
should change, if it is to remain relevant.

Other examples of nondecision are the
reluctance of small rural town residents
to consider the town’s continuing
demise, or a dairy scientist considering
the relative inefficiency of the dairy cow
for food production. The vested interests
and values of key people in the com-
munity can restrain complete, objective
analysis.

Other indicators of social obstacles are
secrecy, refusal to understand, and cen-
sorship.

Psychological Obstacles. Most of the
obstacles in effective situational analysis
result because of our individual limita-
tions. Everyone lacks certain knowledge,
attitudes, and skills. Some believe they
cannot analyze abstract or ambiguous
situations, or believe they have little ap-
titude for those tasks. They re-uest help
from specialists to identify the right ques-
tions, design data-collection methods,
and interpret abstract, vague, and uncer-
tain data and observations. Many have
not learned to recognize new or potential
program situations, People’s specializa-
tions often crowd out their understanding
of other areas and reinforce their values
and attitudes, which makes it difficult for
them to see other perspectives.

In the past, agricultural production
economists placed the potential value of
greater corn production, achieved by
draining an 80-acre slough or marsh, as
higher than that of six mallard ducks
living in tly'e marsh. Landscape architects

P i

Working With Our Publics ¢ Module 4: Situational Analyis ® Sourcebook




might see the bachelor’s button as an at-
tractive wildflower, while crop spe-
cialists see it as a weed. What happens
when the two discuss plant selection for
highway medians?

Analysis also is limited by inaccessi-
bility. One cannot possibly know what is
actually going on inanother person’s
mind. Although we attempt to test for
kaowledge or measure people’s opinions
or attitudes, we only have indications of
what is possibly on their minds. We need
to recognize the limitations of all such
data.

Another type of analysis obstacle is a
psychological readiness for particular
ideas and ways of doing things that
serves as a screen for new learning. Infor-
mation fiitered through this perceptual
screen tends to reinforce most past ex-
periences. Extension educators have to
use their past experiences without being
controlled by them. Extension educators
can improve their situational analysis
processes by ‘‘developing a set to be set
for that which they are not set.”’

Mythological Obstacles. Myths are
those beliefs that are not true, but are so
pervasive in our society or work that they
seem real, and thus are powerful.

The first myth to overcome is that situa-
tional analysis equates with needs assess-
ment. It is important to get beyond this
myth because, if only needs are assessed
or evaluated, one can easily overlook the
causes of problems and needs, identifi-
cation of needed resources, and con-
straints. In addition, the equating of
situational analysis with needs assess-
ment tends to limit analysis to early
program stages. Later program stages
require continual situational analysis, be-
cause situations continually change, espe-
cially if our programs begin to have any
effect on clientele.

Extension program situations include
more publics than just the target clientele
and commnaities for whom problems or
needs are identified. Identifying and in-

volving those other publics can generate
further understanding and build accep-
tance of planned programs.

A second myth is that situational analysis
consists solely of identifying and collect-
ing facts and statistics, such as social and
demographic census figures, corn acre-
ages, hog production figures, new home
starts, economic trends, pollution projec-
tions, the Gross National Product, birth
and death rates, calorie intake by the
average adult, and unemployment fig-
ures. All of these are important quantita-
tive data. However abstract numbers and
data are important only when they serve
more complete analysis and interpreta-
tion. Data are abstract and meaningless
inthemselves, without a question in need
of an answer, or values to which they can
be related.

Interpretation or meanings of numbers
come from the context, values, questions
raised, and criteria surrounding the num-
bers. Data alone canrot provide mean-
ing and practical program implications
in situational analysis. Furthermore,
people choose what data to collect, based
on their own values and experience. Pro-
gram meaning and interpretive perspec-
tives are established through knowing
and applying values and judgments to
data before any situational analysis can
influence program direction or serve as a
basis for further planning.

Although many Extension educators do
not know where to find appropriate data
to analyze, others find it easier to gather
data than to interpret their meaning,
Thus, we often resign ourselves to a
more easily acceptable, if not very use-
ful, definition of situational analysis—
collecting data.

A third myth, closely related to the
second, is that situational analysis can
possibly be structured, systematic, and
totally logical to the exciusion of unstruc-
tured processes. An example is thinking
that one model for Cooperative Exten-
sion will serve all levels, program areas,
and clientele groups.
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Yes, a ““model’’ is proposcd in this Mod-
ule, and a framework for data collection
is suggested. However, this model is a
combination of structure and flexibility.
Extension educators will surely adapt it;
adjust it; compromise it; and improve it.
The model suggests that much analysis is
unstructured, imaginative, and highly
personalized, but within a conceptual
structure. The suggested steps are guides
that are flexible enough to fit the dif-
ferent situations described in this intro-
duction to Module 4 and the variations
among Extension educators and their
publics. Some educators might use the
proposed steps in the order given. Others
might intuitively **follow their noses,”’
as would a journalist or detective in fol-
lowing clues and leads.

Thus, the situational analysis model is a
paradox. It suggests structured, deduc-
tive, and quantitative approaches while at
the same time suggesting unstructured,
inductive, and qualitative approaches.
Each shapes the other and makes the
analysis more complete.

13




Unit ll. The Situational
Analysis Model

The situational analysis model has 16
phases. Not necessarily in sequential or-
der, these 16 phases are outlined briefly
at this point to provide a road map. Each
phase is expanded and illustrated in suc-
ceeding subunits of Unit II. Some phases
have more elaboration than others: (1)
personality style influences, (2) four
situational perspectives, (3) seven value
orientations, and (4) processes of involv-
ing Extension publics in data collection
and analysis.

Phases of Situational
Analysis Mode!

The 16 phases of the situational analysis
model are presented in three categories:
the preparation phases, the implementa-
tion phases, and the concluding phases.

Preparation Phases

1. Define the situational boundaries.

2. Identify the analysis™ purpose, focus,
or key question.

3. Identify the key leaders.

4. Know your personality style and those
of the publics as well.

Implementation Phases

5. Identify the four situational perspec-
tives.

6. Decide which value orientations «. .
pertinent in each of the four perspectives.

7. Work with the key leaders to identify
the questions within each perspective
and value orientation.

8. Identify the Extension publics within
each perspective.

9. Decide on and use public involvement
technigues to get answers to key ques-
tions.

10. Collect data and observations.

Concluding Phases

11. Compare and interpret data evidence
against the criteria offered by the four
perspectives and seven value orientations.

12. Decide on conclusions and interpreta-
tions regarding high-priority problems.

13. Reflect on, react to, and discuss the
tentative conclusions and interpretations
of the data with the publics.

14. Decide on learner needs.

15. Set learner objectives or impact in-
dicators for programs.

16. Revise and prepare a written report
and a concise situational statement as
preparation for implementing a program.

This step-by-step procedure might ap-
pear to be the Extension program plan-
ning and development process, as it
general'y agrees with many existing
models of program development (Forest
et al., 1986). However, the steps are
general enough to be applied systemati-
cally and in depth, or very quickly to
other nonprogram situations in which we
often find ourselves.

Also, because of their more logical think-
ing personality styles, some Extension
educators will implement the foregoing
sequential phases easily and arrive ata
sound set of major concerns and program
goals. However, other Extension educa-
tors who have more feeling and empa-
thetic personality styles, will question
whether the 16 phases can be applied
sequentially, or actually be applied at all,
in any real situations.

Although it is important that they under-

stand the 16 phases, Extension educators
might not be able to apply the total model
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in all situations. They might not want to
apply all the model. Of more impor-
tance, they might not need to apply all of
the model, as suggested in this Module or
as implied by the sequential and linear
phases. The total model, with all its com-
plexities and potential, is very iikely inap-
propriate for many situations.

When does the model in its totality need
to be applied? When is it unnecessary?
Complete answers to these questions are
reached by first understanding the na-
ture, purpose, and importance of each
phase, then combining that under-
standing with experience in analyzing
situations, and beginning to know the
feasibility or need for such applications.

Subunit 1. Preparation
Phases

The preparation phases of the 16-
phase situational model are (1) define
boundaries, (2) set focus and purpose,
(3) identify leadership, and (4) know
personalities.

Phase 1: Define Boundaries

Defining the boundaries begins the
analysis. As stated earlier, it is impos-
sible to measure all and know all. Thus,
you have to decide what part of the Exten-
sion program world to analyze. Dimen-
sions on which the situation should be
bounded are (1) subject matter, (2) clien-
tele, (3) organizational, (4) geographic,
and (5) the time element.

Subject Matter. Is the subject matter
agriculture, home economics, youth or
community resource development, or all
of them? If the subject-matter area is
agricultute, is it to be further subdivided
into horticulture, livestock management,
forages, or forestry? If the subject-matter
area is youth, is it leader development,
job skills, or self-concept? Is it multidis-
ciplinary or a combination falling within
the boundaries of 4-H livestock manage-
ment projects? Regardless, review such
important materials as your job descrip-

tion and decide the topic or subject-
matter area in which pertinent questions
should be further developed.

Clientele. Are you concerned with retir-
ing farmers, youth leaders, newly mar-
ried couples, small business people, or
all of these? Are low-income families,
marginal farmers, minorities, or the un-
reached your concern, or are all of them
of concern?

Organizational. Is the analysis for a
region or county only, or for the entire
state? Is it for the agricultural program
area, or for statewide home economics
specialists, or for an issue being ad-
dressed by a multidisciplinary ora
multicounty program team? The or-
ganizational makeup has a great deal to
say about who will be involved later in
the analysis.

Geographic. Geographic location is
closely related to, but differs from, or-
ganizational make up. The analysis could
be focused on a regional trade center, a
small rural village, a school district, a
county, the state, or several states. Per-
haps the geographic location is already
defined and commonly understood, but
chances are that some people in the situa-
tion have different perceptions. Thus,
raising the question of geography and
clearly answering it has merit.

Time Element. Is the situation an emer-
gency that needs immediate attention, or
does it have long-term significance? If it
is an emergency or crisis, you obviously
will not have time for in-depth planning
or to consider many of the 16 phases of
the model. But, the old adage, ‘‘count to
10 before acting,”” might still apply.
Reflection and thought can help you ef-
fect a wiser and less impulsive analysis
of the immediate situation, even in a
situation such as Vantage or his ancestors
faced. However, if the analysis of a situa-
tion is not immediate, it is likely to be of
long-term significance. Thus, attention
to time becomes more crucial. Will the
analysis take into account what has oc-
curred over the past five years, orjust the
past six months? Will it be significant for
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programs during the next year, or over
the next 10 years? This decision has an
important bearing on how long or short,
how wide or narrow the analysis will be,
which, in turn, says a great deal about
the manageability and significance of the
analysis.

Perhaps other parameters also can help
fix the boundaries of the situation to be
analyzed. To illustrate, consider each of
the five parameters just described as
overlapping circles as illustrated in
Figure 1.

The analysis has to occur within the
boundaries. The situation is thus defined
and narrowed, and so is the e'ntual
analysis, thus making it much casier to
communicate to others involved. The
analysis becomes more manageable. The
trick will be to stick to the boundaries
you set and have all persons involved un-
derstand and accept the same boundaries.
Change the boundaries only when ab-
soluiely necessary, because it is within
the boundaries, once set, that the analysis
occurs.

Figure 1. The five parameters of the preparation phases

Once boundaries are set, the
smaller situation that is en-
circled by ull five circles be-
comes the situation to be
analyzed.
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Adams County: A Case Situation

Adams County has a population of 63,132. The county has varied industry
and business, including a sizable agricultural base. The County Extension
office staff consists of three agents and two secretaries. In addition to the
county geographic boundary and township boundaries, there are many
other boundaries in this situation.

Long-range program planning is encouraged in all counties in the state, on
arotational basis, for the next 4 to 10 years. Adams County will work on its
planning this year. The local Extersion staff have been told by the district su-
pervisor to set aside time for program planning. The state will provide expert
help ind some funding.

The situational analysis boundaries are Adams County Extension programs.
More specifically, the agricultural programs are of concern. Tony Oleson
and Betty Skog, two of the County Extension agents, work in agriculture and
related concerns in Adams County. Their expertise and interests further
delineate the boundaries within their agricultural programs. Betty, the 4-H
Youth and Community Resource Development Agent, has a degree in en-
vironmental studies. Tony majored in animal husbandry as an under-
graduate and has a combined M.S. degree in animal husbandry and
Extension education methods. The County Extension Service hired them to
help farmers with financial management and other money matters. They
aiso are responsible for helping with crops and livestock-production prob-
lems. These agents are most concerned about the next four years and how
all of their programs and specific activities will relate to each other. They are
concerned with Extension education. They are not concerned with all of the
agricultural problems and solutions. Other services, agencies, and private
groups within a county can handle many agricultural problems nutside of
Extension’s basic mission—education.

Phase 2: Set Focus and Purpose The overlapping circles in the prepara-
tion phase (see Figure 1) help determine

the focus or purpose of the analysis to be

One purpose of situational analysis is to

alleviate immediate danger or catas-
trophe, i.e., to decide guickly what ac-
tions are absolutely necessary to decrease
danger and to allow time for long-term
action. For instance, when Lee Der and
the horses, carts, and people landed on
the rocks and water, actions were needed
to prevent further catastrophies.

However, in long-range planning situa-
tions, more time is available. You have
time to decide whether the purpose is to
determine the most pressing needs and
problems of a total community, or more
narrowly, to identify high-priority com-
munity groundwater quality problems.

done. But it is still prudent to state the
focus or purpose as a question or objec-
tive, so that all publics to be involved
will identify with it. For instance, the
circles might be the same, but instead of
the purpose being to determine needs, its
emphasis might be on building public
support.
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Adams County

Within the broad, general boundarias of Adams County, agricultural situa-
tions are any number of specific themes that could guide the analysis. Thus,
Tony and Betty decided to determine the specific purpose of their analysis
withinthe gene al question: What are the highest priority problems within
agriculture and agribusiness in Adams County? This is obviously a question
that requires a decision(s) for each of Tony’s and Betty’s next four-year
programs. This question represents their reason for pursuing situational
analysis and all of their sit. ational analysis effort related to it. To arrive at
their theme question, they considered other possible questions as guides:

1. What are Adams County’s agricultural problems? [A much broader ques-
tion than the general question.]

2.What is the one major program that Betty should work on for the next four
years? [A narrower and much more specific question.]

3. Should the two agents work primarily on economic problems, or should
they work on environmental problems? [Obviously a narrower and much
more specific question for each of the two agents to work on.]

4.What are the major problems within the environment and natural resour-
cesthat are related to agriculture? [Again, a narrower question or theme.]

5.Should Betty concentrate on improving the water quality of Rock River
during the next four years? [An 1sven more specific question.]

6. How much do farmers know abcut groundwater and surface-water pollu-
tion, and what can they do to improve the situation? [The narrowest and
most specific question of any of the foregoing.]

Working with their office chairperson, Ann Patterson, the two agents
decided on the theme question: What are the highest priority problems
within agriculture and agribusiness in Adams County to which Extension
can contribute new university research and knowledge from the land-grant

system?
Phase 3: Identify Leadership graphical areas, or is routine, it will basi-
cally affect only the person facing the
situation.

Phase 3 is not meant to identify all those
pessons who eventually will be involved
in the analysis. Instead, the purpose is to
decide who will develop the analysis
plan. Again, if the situation is an emer-
gency, very few, if any, persons, other
than the analyzer, will participate in the
analysis. Further, if the situation is not
affecting many people, subjects, or geo-

But what if the analysis must determine
programs for the next 4 to 10 years?
What if the analysis is even broader, such
as the total county’s program plan for the
next decade? In those cases, an almost in-
evitable need exists to consult with at
least another person for analysis advice.
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If the total county agricultural program is
to be analyzed and directed. a much
broader involvement will be needed.
More extensive leadership will be needed
if building support and acceptance for
programs is one of the primary purposes
of the analysis. In this case, it is impor-
tant to involve the Extension district su-
pervisor, a state Extension agricultural
specialist or leader, the County Exten-
sion Office chairperson, the chairperson
of the County Extension Council, and,
perhaps, an Extension specialist in
analysis. This group can set the analysis
boundaries and focus; give legitimacy to
analysis and eventual decisions; learn
from the analysis; and provide broader
insights on possible pitfalls and resources
to use in the analysis.

Adams County

help present it to the publics.

The two agents have talked with Ann, the County Extension chairperson.
Even though her program area is home economics, Ann is resporisible for
the total County Extension program. Tony will have primary analysis leader-
ship, but Ann will give the overall key leadership and ensure that the sys-
tematic analysis stays on track. Tony and Betty checked with their district
supervisor, Mary Kirschbaum, and she gave them nine months to complete
the analysis. They also checked with program specialists, Walter and Dave,
who helped identify necessary data and specific questions that need to be
addressed. The local County Extension Committee chairperson was con-
tacted, and the two agents met with the committee to explain their follow-up
plans. The chairperson and the committee endorsed the plan and agreed to

Phase 4: Know Personalities

When you get into a crisis, how do you
react? Quickly, impulsively, and
decisively, or do you look for more im-
mediate observations? Do you tend to be
analytical, logical, and objective, or emo-
tional? Do you tend to look at the facts
and data closest at hand, or do you look
more broadly at causes and relationships?

Knowing yourself and the personaiities
of others who are involved in your pro-
gram is crucial. Jung (1921) de.cribed
the different psychological types illus-
trated in Figure 2.

The importance of understanding various
personality types when working with the
public-at-large, as well as in small
groups, cannot be over-emphasized. For
puiposes of situational analysis, the types
<1 personalities with whom Extension
educators should be familiar are cate-
gorized into four personality groups:
introversion-extraversion, intuition-
sensing, feeling-thinking, and perception-
judgment.

Introversion-Extraversion. The types
of personalities in the introversion-
extraversion category are introverts and
extraverts.

(')h'
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1. Does the person’s interest flow mainly to . . .?

The inner world of concepts
and ideas?

The outer world of actions,
objects, and persons?

Introvert

Extravert

2. voes the personprefer io perceive . . .?

The immediate, real, practical
facts of experiences and life?

The possibilities, the relation-
ships, and the meanings of ex-
periences?

Sensing

Intuition

3. Dees the person prefer to make judgments or decisions . . .?

Objectively and impersonally,
considering causes of events, and
where decisions may lead?

Subjectively and personally,
weighing values and choices, and
how they matter to others?

Thinking

Feeling

4. Does a person prefer mostly to live . . .?

Ina decis've, planned, and orderly
way, aiming to regulate and
control events?

In aspontaneous, flexible way,
aiming to understand life and
adapt to it?

Judgment

Perception

Figure 2. Psycholog

ical types (Gordon, 1984)
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Possible strengths

Careful with details in analysis.
Reflects on data, problems.

Works with ideas.

Is careful of generalizations.
Thinks and is careful before acting.
Is diligent.

Likes working with and involving
other Extension educators
and publics.

Is open to others.

Decisive and action-oriented.

Is easily understood.

Interested in results of analysis or
other tasks.

Further Implications for Situational Analysis

Introvert

Extravert

Possible weaknesses

Tends to work alone, not with
publics and other Extension
educators.

Might lack communication skills.

Might be indecisive and tend to
overanalyze.

Might be misunderstood by others.

Needs quiet to work.

Might make decisions without
involving or consulting others.

Easily influenced by othe: Exten-
sion educators and publics.

Does not work without people.

Makes impulsive decisions and
actic™ ~.

Is impatient with routine and long,
slow jobs.

Introverts, more than extraverts, tend to
decide what questions to ask or what data
to collect, independently of constraints
due to the situation, culture, or people in-
volved. They do quiet and diligent
analyzing. They might dislike being inter-
rupted while reflecting and analyzing,
and might tend to forger names and faces.

Extraverts attune to the situation, people,
and things around them, and endeavor to
involve or relate to others in social situa-
tions and expectations. Extraverts are
outgoing, socially free, interested in
variety and in working with people. Ex-
~raverts might become impatient with
long, slow tasks, such as analyzing com-
munities over a 6-month to 1? ‘month
period, and do 10t mind be-- 3 inter-
rupted by peopls.

Intuition-Sensing. The type of personal-
ities in the intuition-sensing category are
intuitive persons anc sensors.

Intuitives generally prefer analytical and
conceptual frameworks. They become
bored with ““nitty-gritty '’ details and
facts, the concrete and actual, and facts
unrelated to bigger ideas. The intuitive
person thinks, analyzes, and discusses in
spontaneous leaps of logic that omit or
neglect details in the situation. Viewing
and analyzing the total situation are easy
for these individuals, but they might have
atendency to make errors of fact and
have problems with perceiving the impor-
tance of the smaller parts of a situation.

Sensors prefer to question, perceive, and
analyze the concrete, real, factual, struc-
tured, tangible here-and-now. They be-
come impatient and mistrustful of larger
concepts and abstract. analyiical frame-
works. The sensin- - .son analyzes with
careful, detail-by-detail accuracy,
remembers real facts, and makes few er-
rors of fact. But he or she possibly may
not be sure how it all fits together.
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Possible strengths

Sees overall abstrac* lalytical
framework and its possibilities.

Sees gestalts.

Imagines.

Works out new ideas.

Works with the complicated.

Solves novel problems.

Sees problems related to
objectives.

Attends to detail and precision
work.

Is practical.

Remembers details and facts.

Works with tedious detail.

Is patient with routine.

Is careful, systematic.

Steady worker.

Further implications for Situational Analysis

Possible weaknesses

Intuitive

Is inattentive to detail, precision.

Is inattentive to the actual and
practical.

Is impatient with the routine.

Loses sight of the here-and-now.

Jumps to conciusions.

Leaves things out in leaps of logic.

Sensor

May not see overall situational
possibilities.

Loses the overall picture in facts
and details.

Mistrusts qualitative data.

Is frustrated wtih complicated
problems.

Prefers not to imagine the future.

Dislikes new problems.

Feeling-Thinking. Feeling persons and
thinkers are in the feeling-thinking per-
sonality category.

Feeling persons are empathizers and are
sensitive to others’ personal values. They
like to nlease people, to get along with
people, and they dislike conflicts. They

tend to dislike impersonal logic and anal-
ysis. They like conciliation, consensus
building, and harmony, when they in-
volve the publics and analyzing situa-
tions.

Thinkers tend to use logic and reasoned
analysis. They avoid the irrationality of
making decisions bas™1 on empathy,

Possible strengths

Considers others’ feelings,

Values harmony and consensus in
situational analysis.

Persuades and stimulates other
educators and publics.

Is logical, analytical.
Is objective.

Is organized.

Has critical ability.
Values justice.

Further Implications for Situational Analysis

Possible weaknesses

Feeler

Might not be guided by logic.
Might not be objective.

Might be unorganized.

Is uncritical, overly accepting.
Bases decisions solely on feelings.

Thinker

Might not notice people’s feelings.
Misunderstands others’ wishes.

Can get along without conciliation.

Might lack good interpersonal
skills in'involving publics and
other disciplines.

28
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warmth, feelings, and values. As a
result, thinkers are more interested in
logical and verifiable conclusions.
Thinkers might infringe on others' feel-
ings and needs without realizing it,
neglecting to consider the important
wishes of others in situational analysis.

Perception-Judgment. In this category,
we have the perceivers and the judgers.

Perceivers are gatherers, always wanting
to know more before deciding. They
adapt well to changing situations. As a
consequence, perceivers are open,
flexible, adaptive, nonjudgmental, able
to see and appreciate all sides of issues,
and always welcome new perspectives
ana new information about issues.
However, perceivers have difficulty
reaching conclusions; are indecisive and
noncommittal; tend to postpone the un-
pleasant; might not reach closure; and
are frustrating to others as well as them-
selves. Even when they finish situational
analysis tasks, perceivers tend to look
back and wonder whether the work was
satisfactory, or could have been done
another way. Perceivers wish to ‘‘roll
with'’ conditions and situations, rather
than change them.

Judgers are decisive, firm, and sure.
They set goals and stick to them. The
judger wants to make decisions and get
on to the next project. Oftentimes, before
a project has reached closure, judgers
leave it behind, go on to new tasks, and
do not look back. They may make de-
cisions in situational analysis too quickly.

The strengths and weaknesses of each of
the personality types show that no one
type has all the characteristics needed for
good situational analysis. Some people
obviously are stronger on data-oriented,
logical, abstract, and analytical skills as-
sociated with scientific approaches to
program situation analysis. Others,
however, are people oriented and values
oriented, and tend to involve the publics
more easily in situational analysis when
planning Extension programs. The fol-
lowing summary might be helpful when
thinking about your style, in selecting
persons to guide situational analysis, in
involving others in data collection and
analysis, and in helping to work together
effectively in completing the analysis.

® If Extension educators and the publics
with whom they work have the same
personality strengths and weaknesses,
they may *‘click’ and decide on cbjec-

Further Implications for Situational Analysis

Possible strengths

Perceiver

Is curious and welcomas new
ideas orta concept.

Sees all sides of issues.

Is flexible, adaptable to new
situations.

Decides on the basis of all data.

Wants to understand situations.

Open to compromise.

Judger

Likes to decide.

Does planning.

Likes orderliness.

Can control and regulate
situations.

Remains with a task.

Possible wealknesses

Is indecisive

Does not tend to plan.

Has no order.

Does not control circumstances.
Is easily distracted from tasks.
Does not finish projects.

Can be unyielding, stubborn.
Canbe inflexible, unadaptable.
Might decide with insufficient data.
Is controlled by task or plans.

<
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tives quickly. Their decisions, how-
ever, may suffer because of shared
weaknesses. Task-oriented analysis
groups should seek out and listen to
persons of opposite tendencies.

Extension educators and advisory
council members who have different
personality strengths may not per-
ceive and analyze situations in the
same way, and might have difficulty
accepting each other’s observations,
analyses, and interpretations. The
number and magnitude of such dif-
ferences influence the amount of con-
flict and misunderstanding between
the two groups. Extension educators
can help reduce conflict by helping
people undetstand other viewpoints.
Analysis can benefit from differing
points of view.

® Extension educators and membe.. of

the publics may prefer not to use weak
personality dimensions. As a result,
they may experience internal conilict
when they must use nonpreferred
methods to complete the plan.

People’s percepticns of data, beliefs,
analyses, interpretations, and de-
cisions are influenced most by their
strong personality tendencies. Thus,
differences in analysis results should
be recognized, accepted, and used—
not judged as right or wrong.

While a personality type cannot be
changed to its opposite, people can
learn to strengthen their weaknesses.
As adult educators, Extension edu-
cators can continue to learn and help
others to learn these new approaches.

Adams County

The County Extension staff consists of one home economics agent, Ann
Patterson, who also is chairperson (25 percent of har time); one agricultural
agent; one 4-H youth and community resource development agent; and two
secretaries. Ann, the home economist and chair of the office, is an ENTJ
(extravent, intuitive, thinking, judging). An extravent, she likes working with
neople in groups. She involves others in decisions about Extension
priorities and office management, while at the same time keeping all
focused on Extension’s overall perspective and long-range goals. She does
not get bogged down in details. She appreciates people’s values and feel-
ings, but her objective thinking and factual approach to problems keep her
from getting too immersed in the emotions and personal lives of others. Her
distance from others’ problems enables her to keep her focus on overall ob-
jectives, and to treat all perspectives and biases with equal attention. Her
home economics program is ba'anced and does not reflect only her foods
and nutrition specialty. She makes up her mind after looking at a situation.
Sheis a mover and shows impatience when others want more analysis.
She feels pressed for time, tryingto handle her office chair duties while at
the same time providing a full, comprehensive, and baianced home
economics program.

Tony, the agricultural agent, is an ISTJ (introvert, sensing, thinking, judg-
ing). He is a practical person. He is quiet and does not speak to be heard.
Rather, he talks to communicate his ideas. Tony’s sensing preference
means he likes facts, details, and specific practice observations. He or-
ganizes and analyzes the objective facts from industry and economists,
and mekes decisions about future programs based on the current facts and
details. He tends to neglect input from county and national health officials,
the county leadership, and the publics, and has nottaken the initiative in

continued
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social and political concerns. He had to learn to be more conscious of other
people’s values and feelings. When not assisted by others, Tony likes
analyzing only one aspect of the county situation. An introvert, he does not
like involving too many others when analyzing and deciding on future
progrz..i: plans. He, in turn, occasionally experiences lack of understanding
and suppcrt for his programs.

Betty, the 4-H youth and community resource development agent, is an
ESFP (extravert, sensing, feeling, perceiving) and is aware of, and sensi-
tive to, other people’s feelings and values. She is good at greeting people,
communicating with them, and adapting to changing situations; but she
might want to look more seriously at learning to be more fact-oriented, ob-
jective, and organized in planning future programs.

Ann, Tony, and Betty recently took the Myers-Briggs personality inventory,
and know themselves well. As different style types, they know they can
benefit from working and teaming with each other to produce a thorough,
complete, and justifiable analysis of the program situations in Adams
County. They also know the personality tendencies of the two secretaries,
and have begun to consider the personality variations in the other persons
they work with.

Ann and Tony realize that they tend to make quick judgments. In office
decisions, they look to Betty for added input and a different perspective on
their next steps. Tony struggles with his tendency to see only the facts, to
see only within his particular livestock training, and is reluctantly looking
more to other disciplines for answers to livestock production and marketing
solutions. This struggle is fostered by his respect for the state’s agricultural
program leadership, which focuses on integrated and system approaches
to farming.

Betty is aware of her tendency always to want more information, and she
realizes that program decisions must be made and implemented.

Ann, Tony, and Betty have come to know the personalities of the County
Extension board members, the Extension Committee members, their
clients, and the media people in Adams County. They are a cohesive,
professional team, capabie of leading and conducting a comprehensive
situational analysis.
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Subunit 2: Implementation
Phases

Once situational boundaries, the focus,
analysis leaders, and key personalities
are identified and understood, you are
ready to start sorting the situation’s com-
ponents. In Phases 5 through 10, you will
conduct the actual analysis; i.e., divide
and sort the situation into the various
parts.

Phage 5: Divide Into Four
Perspectives

The structure of a program situation is
multifaceted. Some type of category
system is necessary to organize one’s
thinking, questioning, observing, data
collecting, and analysis. The following
framework gi~¢s four explicit perspec-
tives, or points of view, to begin analyz-
ing (dividing out) potential Extension
education situations.

The four perspectives are:

1. The societal and community situation,
such as the city, county, state, nation, or
international setting in which Extension
and its publics work.

2. The Extension organization, or institu-
tional context of the CES, its public and
private sectors, and its three governmen-
tal partners.

3. Target clientele, or potential Exten-
sion program learners, and their specific
environment or circumstances.

4. The professional self, or ihe in-
dividual Ertension educator.

These four perspectives and their effects
overlap. The perspectives are interdepen-
dent. Answers to questions within any
one perspective can influence questions
and answers in the other three.

For instance, if the state Extension
service’s priorities (Extension organiza-
tion perspective) include community
:2conomic improvement, then a County

Extension agent (professional self-
perspective) is strongly influenced to
ask: What are the local county’s current
economic needs? The influence is
strengthened if the County Extension
Committee approved a long-range plan
that gives 2conomic improvement top
priority, and if the Extension agent is
trained in community economics.

To illustrate the importance of the four
perspectives, imagine the chaos whenthe
state Extension service (organization)
emphasizes farm profitability, the Coun-
ty Extension agent (professional self) em-
phasizes saving wetlands, the local
farmers (clientele) want increased crop
production, and the County Extension
board (community) wants programs
about land-use planning.

By separating the situation into the four
perspectives, each interdependent and in-
teractive with the other, the Extension
educator can get a better sense of the
whole situation, whether the different
perspectives agree or disagree with each
other. This procedure is more likely to
result in finding questions that need
answers. To understand, for instance,
that farmers havea financial crisis and
that Extension wishes to respond to it
does not mean the situation is that
simple. No one perspective is *‘right’’ or
‘“‘wrong’’; it "~ only limited in terms of
what questions it can raise and what data
itcan suggest collecting on a total county
program situation. Raising questions
from each perspective gives a good start
to a total situational analysis.

Societal and Community Perspective.
Many different norms, traditions, laws,
and values pervade American society and
international settings. Each of these per-
vasive factors influences local counties
and communities, and each person within
them. National and international events
likely reflect local events. For instance,
the American farm economy and world
food markets directly affect local
farmers’ economic situations. Large
world forces, like the farm economy, set
the farmers’ crop prices and, thus, how
much they pay for farm inputs. Interna-
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tional and national political decisions
about trade, imports, tariffs, global
weather conditions, national and interna-
tional crime, and drug traffic all affect
local farmers and small business clientele
problems. If the general public prefers a
bottle of wine over a glass of milk, the in-
comes of both grape growers and dairy
farmers are affected.

The importance of understanding the
agricultural marketing situation can be
shown more specifically. If, for instance,
40 percent of the general public wants
electronic and home entertainment
gadgets, such as VCRs and jacuzzis, and
prefers TV spectator sports shows, busi-
nesses that sell those products are going
to spend ‘‘big dollars’’ on advertising
those products. These advertising costs,
in turn, are added to th * cost of the
products consumers buy. So, in at least
two ways (which home entertainment
products are purchased and the advertis-
ing costs of TV shows), in this example,
the amounts of spendable household in-
come for basic and less glamorous needs,
such as farm-produced food, shelter, and
clothing, are affected. In turn, the lower
demand affects prices farmers receive for
their products.

The strength of local farms and retail,
grocery, and hardware stores; the
availability of transportation; the impor-
tance of continuing education; and at-
titudes toward a particular Exirnsion
program are all factors that influence
how willing people are to become in-
volved in Extension program develop-
ment.

If Extension is dealing with the disad-
vantaged, other societal factors influence
how Extension educators and potential
learners interpret their situations. For
instance, many believe equality and fair-
ness are paramount in helping the disad-
vantaged with their dilemmas. Others in
the society might believe the problems of
the disadvantaged are due to a lack of
self-motivation or the ability to be self-
responsible. Most important, these
public attitudes affect how Extension
educators gain acceptance and support

from the publics for this type of
program, and how likely it is that the
publics will become involved. Public at-
titudes also influence whether or not state
and county politicians provide Extension
with effective education resources.

Situation analyzers should look at the
community in relation to the larger
society, and should identify the various
factors that affect community situations:
values, opinion polls, public attitudes,
traditions, power and organizational
structures, ethnography, demography,
politics, trends, and resources. Develop-
ing such a checklist makes it easier for
the Extension educator to identify crucial
questions and relevant, existing data, and
to collect and interpret data.

The societal or community perspective is
the macro-external perspective. These
influences are external to professional
Extension educators and to the Extension
system. They are broader (macro) than
the situation of a particular clientele.

The Extension Organization Perspec-
tive. Adult education ideas trace back
thousands of years. Extension education,
as aterm, was first used in 1873 in
England. The Chautauquas of the late
1800s gave rise to the Smith-Lever Act
of 1914. [Note: See Module 1: Under-
standing Cooperative Extension for a
complete presentation of the Cooperative
Extension System’s history, ideas,
values, laws, philosophy, and influences
on program situations. }

Because Extension is more than an or-
ganization (it is also an idea, philosophy,
or institution}, it is somewhat difficult to
define. For instance, many people and
groups might be considered part of the
Extension family. Elected County Exten-
sion coinmittees, advisory councils, and
the legion of volunteers in 4-H and
Homemaker Clubs are all part of that
group. However, for clarity of discus-
sion, the Extension organization perspec-
tive is represented by the opinions of
those who are formally responsible for

3

o

Working With Our Publics ¢ Module 4: Situational Analysis * Sourcebook




Extension policies, budgets, programs,
and reports, and the written products of
those tasks.

The Smith-Lever Act says that Coopera-
tive Extension educators give practical
information to people to help them solve
their problems. This means that the Ex-
tension institution’s basic mission is
education. Extension educators take new
research information that relates to Jocal
people’s problems and help them incor-
porate it into their lives.

But state Extension services can change
becausi: of new appropriations, direc-
tions, threats, and opportunities. These
changes suggest what Extension program
priorities and objectives should or could
be. In every decade since World War II,
the Cooperative Extension System has
conducted studies to deterniine its
priorities for the next 10 years. These
studies were conducted in 1948 (the
Kemper report), 1958 (the Scope
report), 1968 (4 People and A Spirit),
1983 (Extension in the '80s), and 1987
(Extension in Transition). It is a good
idea for the Extension educator to review
these reports, particularly the latter two,
for suggestions about future priorities.
The reports also provide information
about the partners of Extension, such as
the USDA, land-grant institutions, coun-
ty governments, private foundations,
private industries, and clientele. The
repe~ts include how the partners inter-
relate and how they are interdependent.

Beside these periodic swudies, the Coop-
erative Extension System identifies na-
tional initiatives and issues addressed by
state and local programs. Every state
Extension scrvice has a prepared list of
statewide priority assessments dating
from 1980. In fact, some states have
several that they use to reexa rine and
redirect their future priorities. These
future priority statements are data, and
they provide clues about the support and
resources expected from state and local
Extension services. These documents
specify what national, state, and county
offices agree to and support. They

provide an information base for making
logical decisions abeut specific local
program priorities.

In addition to existing and formal policy
staternents, other organizational factors
need to be considered when analyzing a
situation. Extension budgets, inflation,
deflation, and the general move toward
decentralization of pu':lic taxation and
services are considerations. Another fac-
tor that is important to consider is that
Extension is oriented to people, rescarch,
teamwork, cooperation, flexibility, and
responsiveness. {Note: Ses Module 7:
Techniques for Future Perspectives for
an in-depth presentation of how the Ex-
tension organization can and should look
toward the future in setting general
policies and priorities.]

The Extension organization and institu-
tion perspective is called the macro-
internal perspective. As is the case in the
macro-external societal perspective,
these policies, viewpoints, traditions, at-
titudes, and directions are broader in ap-
plication and influence than a specific
employee or clientele situation. Under-
standing and applying the influences and
perspective of the larger Extension or-
ganization can make it easier for local Ex-
tension educators to reduce anxiety and
rol= conflicts in their daily work lives.

The Clientele Perspective. Usually, the
clientele will be the focus of a program
situational analysis. Once the larger
societal and community perspective and
influences are analyzed, general con-
cerns and problems are identified, and
clientele groups are priority ranked,
analysis should start to determine the
clientele’s specific needs, interests, con-
cerns, and resources, and any obstacles
to change. Returning to the farm econ-
omy example, if the farmer’s economic
probiems are more important than county
zoning, analysis moves to questioning
and determining the farm family’s
specific economic and farm management
needs, as well as the stress the economic
problems place on the farn: family. Ex-
tension agents who can empathize with
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these types of situations find it easier to
relate to clients and to invelve them in
collaborative situational analysis.

The clientele perspective is termed the
micro-external perspective. Each in-
dividual has a personal analysis and inter-
pretation of his or her own situation. The
analysis might or might not be correct, in
the Extension educator s opinion, but it
is, nevertheless, correct for that client.
An Extension educator’s role is to gain
new perceptions from further analysis.

The Professional Self Perspective. The
professional Extension educator com-
prises the fourth perspective. This should
be the easiest perspective to analyze; yet,
itis often the most difficuit.

A person knows his or her own private
thoughts, feelings, perceptions of others,
motivations, and personal strengths and
weaknesses. Yet, not everyone can com-
municate how they feel or what they
believe about their professional skills,
values, and aspirations. More important,
many people have problems when using
their basic values and beliefs to guide
them in making analyses.

Forest and Mulcahy (1976) suggest that
Extension educators must sort, weigh,
and choose their own priorities. Al-
though it is difficult to accept, no one but

the individual Extension educator can
decide to accept, modify, or reject
others’ influences.

Clarifying their values and understanding
their personal style help Extension edu-
cators to know and to understand their
perspectives. Along with knowing their
knowledge, skills, and attitudes, Exten-
sion educators who know their values are
moie empathetic to others’ values and

perspectives.

The professional self perspective is the
micro-internal perspective. The profes-
sional self is as critical to the t rtal situa-
tion as are the other three perspectives.
Extension educators are responsible for
offering leadership in analyzing situa-
tions with Extension publics. How well
these educators are aware cf their own
values, beliefs, and styles of choosing
among facts and influences and how they
work with people will be major factors in
how effective they are in situational ana-
lysis. [Note: See Modaule 3: Developing
Leadership for a complete discussion of
situational leadership principles and how
Extension educators can take leadership
more effectively and help others gain
leadership in program situational
analysis.]

Adams County

Society and County

Relying on previous experience within the county and other counties, Ann,
in her role as office chairperson, took the lead in assisting Tony with the
analysis. She prepared four worksheets for each of the four perspectives
and shared them at an office staff meeting.

She told Tony and Betty that, if they wanted to determine the top priority
problems in agriculture, they first needed to look at the following:

1.What are county, state, national, and international trends in agricultural
production, products, costs, sales, marketing, and trade?

continued
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2.What are the current state and national trade policies, environmental
protection policies, conservation iritiatives, consumer preferences, and
other topics peripheral to agricultural production and marketing?

3. How do Adams County residents view agriculture?

4.How does agriculture, as an enterprise, compare to other industries in
Adams County and surrounding counties?

Extension Organization

1.What are the national and state initiatives and issues that E..ension ex-
pects to address in the next decade?

2.What are current state and national priorities in agricultural production
and marketing?

3.%.nat specialists and backup support are available in specific areas
needed in Adam.s County?

4.What new or continuing agricultural research data are available?
Clientele
1.What questions are young farmers asking?

2.How do the needs oi livestock farmers differ from those of crop farmers '
in Adams County?

3. How willing are agribusiness firms in Adams County to make program
changes?

Professionals

1. Are the twe Extension agents capable of providing quality programs?
2.What agricultural trends are these agents seeing?

3.How ready are these agents for changes?

Ann invited Betty and Tony to add other critical questions to the lists and to
identify specific questions for these four perspectives. The three agents dis-
cussed the questions. They agreed that the four perspectives were a good

place to start looking at Adams County agriculture program priorities. Betty
and Tony agreed, however, that it still was all too vague.
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Phase 6: Decide Value
Orlentations That Need Inquiry

Authors in adult education, needs assess-
ment, and community analysis have
proposed and used differing categories
for guiding the raising of questions, ob-
serving, and analyzing within the four
perspectives for beginning an effective
analysis:

¢ Extension program areas, such as
agriculture, home economics, 4-H,
and community development.

® Academic disciplines, such as sociol-
ogy, engineering, dairy, mathematics,
agronomy, and economics.

® Broad conceptual areas, such as
economic, environmental, and social.

® Functional areas of communities,
such as production, distribution, con-
sumption, social control, and
socialization.

® Social institutions, such as family,
economics, religion, education,
health, and political.

® Categories inductively derived from
the community, not preordinate.

® Educational objectives sources
proposed by Tyler (1950): society, in-
dividual, knowledge, philosophy, and
psychology of learning.

Regardless of approach, the key prin-
ciple is that researchers and practitioners
have found that a category system of
some form is needed for bezinning an ef-
fective situational analysis. In the follow-
ing discussion we will elaborate on the
use of seven value orientations as sug-
gested categories of questions to raise.

Vi ues are underlying basic beliefs, stan-
dards, and bases for personal actions.
Values are not tied to particular objects
and activities as are attitudes, which are
related to such objects as homes, jobs,
animals, books, children, meetings, or
plans. Values are intangible and am-

biguous bench marks or assumptions that
are based cn the experiences that direct
further experiences, logical thought, and
placement of meaning on our experien-
ccs, observations, people, and data. Ac-
cording to Williams (1967, p. 22):

Values are aot the same as needs,
desires, or motives—for everyone
at some time has desires that he
judges negatively, and one may
evaluate highly for others, a condi-
tion he himself does not desire to at-
tain or experience. . . . Values
steer or canalize or actually define
powerful necds and gratifications in
ways far removed from biclogical
promptings.

Values should be used to categorize, ana-
lyze, and sort. They are precursors of
needs and educational readiness levels,
and are logical bases for raising ques-
tions and deciding whether or not certain
data indicate high-priority clientele
needs.

Based on Allport et al, (1960), the seven
value orientations (tendency or general
nature of a value category) suggested as
categories or guides for questioning and
observing in situational analysis are (1)
economic, (2) educational, (3) environ-
mental, (4) health, (5) political, (6) psy-
chological, and (7) social To the extent
that other categories represent value sys-
tems, Extension edvcators might want to
change the list. Although the following
can fit withir:. the seven values listed,
other value categories are family, ethics,
treedom, religion (in the Allport et al.
list), democracy, and individualism.

Economic. Society is based on produc-
tion, distribution, and commodities
consumption. Money is the means of ex-
changing commodities and meeting
needs. In fact, when deciding how much
anything is worth, even things like loving
and caring, people often find it more con-
venient and meaningful to answer in
terms of dollars.

Resources usually are thought of in terms
of dollars and facilities. Household in-
come, farming efficiency, cash-flow

‘analysis, debt/asset ratios, unemploy-
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ment, marketing facilities, new industry,
taxes paid, all varieties of production,
and the number and types of available
jobs are all indicators of household
resources. Because people compete to be
equal, in economic terms, situations
might arise in which one societal group
has more economic resources than
another.

Fducation. The education value orienta-
tion involves intelligence, wisdom, learn-
ing, and goal achievement. This vaiue
orientation is closely related to poiitical
ideals: (1) people must be knowledgeable
enough to govern themselves, and (2)
people have an inherent right to know.

John Dewey and Thomas Jefferson stated
that a democracy cannot exist without a
learned people. Education takes place in
and for given societies. People learn
through many sources, not just from for-
mal schooling. Thus, formal and infor-
mal educational settings are possible
indicators of need in this orientation.

Needs would exist, according to this
value orientation, if Extension educators,
along with their publics, found that local
families, schools, churches, libraries, or
media were unwilling to support educa-
tion sufficiently to keep the community at
desirable national and state standards. To
measure a con'munity’s educational
needs, look at the number of book pur-
chases; the number of new, innovative
program exchanges; efforts for gifted
children; dollars spent per capita on
schools and education; library usage;
types of mass media programs; and ac-
tual levels of knowledge on particular
program subject matter, such as nutrition
or money management. The percentage
of high school graduates and dropouts
and the number of graduates seeking ad-
vanced schooling also indicate a com-
munity’s educational needs, as do the
results of national, standardized, scholas-
tic aptitude test percentiles.

Environmental. Allportet al. (1960)
suggest that acsthetic values are basic to
some people, and that human beings need
the environment for their basic physical
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survival. The natural environment in-
cludes not only its beauty, but its re-
sources and ecological interrelationships.

Environmental needs are the adequacy of
basic physical conditions, both natural
and constructed. These might include
such things as the level of groundwater
and surface-water pollution, means to im-
prove the environment, billboard con-
trol, the amount of green belts and parks,
land-use planning, the efforts of local gar-
den clubs to preserve and enhance the
community, and the amount of natural
prairies still in existence. In a situational
analysis, we might measure the number
of billboards per mile on a county high-
way, the oxygen level in rivers and
lakes, the phosphate levels in the lakes,
or the number of flowers and trees
planted along town roads and in county
parks. All these measurements are poten-
tial need indicators, if they measure a
situation that differs from community
values. For example, if the community
values outdoor recreational facilities that
encompass things like fish and safe
water, its citizens should know when the
amount of oxygen in a lake or creek
drops below levels acceptable to support
life, or when the algae and weed growth
prohibit fishing, swimming, or boating.

Health. This value orientation encom-
passes human life itself. Satisfying
physiological needs, such as food, cloth-
ing, shelter, water, disease control, and
safety, is basic to human survival and a
healthy life.

Health also suggests need indicators. Ex-
tension educators and their publics can
ask questions about the availability of suf-
ficient clothing and food; adequate hospi-
tals, dentists, and physicians; safe use of
medicine; police and fire protection;
drug and alcohol abuse; and water and
sewage disposal systems. Knowledge, at-
titudes, and the practice of cleanliness
and hygiene habits, balanced nutrition,

s* fe drinking water, and housing also are
indicators of needs, when they differ
from the desired situation.
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Political. The political value orientation
includes democratic idcals and valucs,
such as people governing themselves;
becoming involved; and nrough the
decisionmaking process, developing so-
cial and goverrmental institutions by
themselves.

Political analysis, according to the politi-
cal value orientation, raises questions
and elicits observations about neighbor-
hood organization memberships, voter
registration rates, links between key com-
munity groups (such as the PTA and
parents), the percentage of eligible
people voting, the openness of the local
government to the concerns of people,
priorities on spending of tax dollars, and
farmers’ perceptions of their ability to in-
fluence laws and policies that affect their
businesses.

For example, if all eligible voters should
register and vote in elections, any
measurement that shows less than all
eligible voters suggests a gap and, there-
fore, a need. If farmers should influence
political decisions, but do not participate
in politics, a need exists. If the farmers
do not have the time or knowledge about
influencing policy, an obstacle exists that
could be overcome with education.

Psychological. The psychological value
orientation includes how individuals see
themselves and others. Our culture
values the dignity and freedom of the
individual, self-esteem, positive self-
concept, trust, independence, and con-
fidence. Individuals live, think, and act
on the basis of their internal attitudes,
motivations, and aspirations. The psy-
chological value orientation points to
questions, observations, and analyses of
people’s openness to change and self-
concept, and whether they feel they can
solve their problems or take advantage of
opportunities. If, for example, a com-
munity values equal access to community
resources, ard a survey finds farmers,
blacks, the elderly, or the poor have less
access to community resources than
average citizens, then a need exists.

Questions and obser. ations in this
catcgory iaclude levels of aspiration, sclf-
concepts, participationlevels in volun-
tary groups and community activities,
levels of cooperation and conflict in ac-
tivities, willingness to be responsible,
self-direction, feelings of openness
toward othe s, amount of religious affilia-
tions, motiva‘ions, and people’s attitudes
toward reaching desired goals.

Social. No one, or n~*ing, exists in a
vacuum. Thus, social and evological
relationships are important in any given
situation. Y<¢t, adequate relationships and
affections are highly valued. The amount
of network patterns and exchanges be-
tween people, groups, commun.iies, 2n.d
their total environment indicates the ade-
quateness of interrelationships.

The social value oriertation deals with
questions, observations, and analyses of
variables, such as divorce rates, suicide
rates, voluntary organization member-
ships, adequacy of all transportation
modes or of all media, provision of care
for the needy, accessibility to economic
services and institutions, psychological
services, and the level of donations to
charities and churches.

Using the Seven Value Orientation
Categories. How are these seven value
orientations used to identify needs,
trends, resources, and obstacles in situa-
tional analysis?

Once each of the perspectives is concep-
tually divided into value orientations, an
analyzer has seven categories in which
he or she can continue to ask questions,
collect data, measure, and observe exist-
ing behaviors in each of the four perspec-
tives.

The categories are used as general prem-
ises from which more specific criteria
and standards are derived logically for
comparing, interpreting, and judging
data. To illustrate, if the economic well-
being of all people is valued by the Ex-
tension economics specialist, the

3 8
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community, and thie Cooperative Exten-
sion System, and blacks and Asians havc
higher unemployment when compared to
whites, a serious need likely exists, if ac-
tual conditions are to be in accord with
the economic values.

The array of differing value orientations
shows that people have different value
systems. For example, an Extension
wildlife specialist, who clearly values the
natural environment, could conclude that
the 20 feet of plums, thistles, ragweed,
quack grass, and deerbrush along a fence
row are perfect groundcover for rabbits,
grouse, and fox, while the Extension
agronomy specialist might have values
that are more economic and production
oriented. The latter could logically con-
clude that the same weed and brush situa-
tion is entirely inconsistent with the
farmer profit motive; is a problem; and,
therefore, ought to be destroyed. Be-
cause of such variation in value orienta-
tions, asking questions and analyzing
situations according to the differing value
orientations ensures a situational analysis
across a broader snectrum than if Exten-
sion educators only ask questions ac-
cording to their own disciplines, past
experiences, or what randomly comes to
mind.

More specific analytical questions within
each of the 28 cells formed by the four
perspectives and seven value orientations
ars suggested (see Figure 3). Using un-
employment as a sample focus of ana-
lysis, economic value orientation suggest
the following questions, data, analysis,
and interpretation:

¢ What do the rural, self-employed,
bankrupt, or unempioyed know about
available employment or needed job
skills? If they know less than the em-
ployed, a learning need might exist.

¢ How do the bankrupt or unemployed
Jfeel about getting jobs? Do they want
to do anything about it? If their moti-
vations and feelings are negative, a
learning need could exist.
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¢ What are the bankrupt or unemployed
doing to find jobs? What are em-
ployers doing? If action is minimal,
perhaps a learning need exists to
stimulate activity.

® Who is helping them? Who is actually
becoming employed?

® Who has the influence and power to
help the bankrupt or unemployed find
employment? Those who have needs,
but no influence, and want jobs, might
need extra help.

® What resources in the community can
help them locate training or employ-
ment opportunities? If money is lack-
ing to provide training or to build an
industrial park, a need could exist.

® What expectations do the bankrupt or
unemployed have of Extension edu-
cators or employers who might help
them meet their training and employ-
ment needs?

® What trends in data exist? Is un-
employment of certain groups in-
creasing or decreasing relative to the
desired situation?

More specific foci, the purposes of
analysis, the depth of analysis, and the
specific questions, as illustrated here,
will affect how many, or to what degree,
each of the 28 cells in Figure 3 are used.

The seven value orientations also can be
used to clarify more specific needs within
broader problems. For example, assume
the County Extension agent completed an
initial survey of county concerns and con-
ditions from which he or si.e identified
water quality in nearby lakes and streams
as areal need, because current water-
quality measurements, which show
oxidation, weeds, sediment, phosphates,
and trash, do not meet community stand-
ards. Water quality is a general problem,
but before it can serve as a focus for a
major Extension program, it needs fur-
ther clarification.
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Perspectives*
External Internal
Macro Micro Macro Micro
Extension
Societal Clientele organization Self
1. Economic
2. Education

3. Environmental

4. Health

5. Political

6. Psychological

7. Soci-

*Within each cell, any number ~f questions can be asked. For instance, based on
Loomis’ (1960) model, these 1, pes of questions are pertinent:

-- Who is doing what...?

— What do people know about...?

— How do people feel about...?

- What are people doing about...?

— Who has power and influence...?
— What resources are available on...?
— What do people expect on...?

' Figure 3. Matrix model for id&njt-ifying and collecting data
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An Extension water-quality specialist can
look at these water concerns from the
perspectives offered by each of the seven
value orientations. Thus the following
questions could be asked:

® Economically—What is the cheapest
possible way to improve water
quality? Can people afford it? Will a
disproportionate share of a com-
munity’s resources go to water quality?

® FEducationally—Do people know the
relevant water laws and how ground-
water and surface-water quality affect
other things? Do they care? Do school
children learn about water quality in
science classes? Do people know how
to aileviate related problems? Do they
have the skills to complete grant ap-
plication forms tv install water runoff
retention systems around lakes and
watersheds? Are they ready or com-
mitted to do this?

® Environmentally—Are polluted
streams and lakes displeasing to the
eye? Are fish being affected? Is the
1.atural food chain being upset? Are
farm wastes and fertilizers affecting
the total aquifer system? Will future
development cause problems of water
runoff and pollution?

® Healthwise—Are the sewage and
water-treatment facilities up to stand-
ards? Are coliforms, nitrates, or
chemicals, such as PCBs, present at
unacceptable health levels?

® Politically—What laws, regulations,
and standards should be revised to en-
hance water quality? What federal,
state, and local water assistance
programs can be initiated?

® Psychologically—How do people feel
about chlorinated or fluoridated water
or municipal water programs? Are
particular groups against water regula-
tions that restrict fertilizing, dumping,
or mistreating water resources?

® Sociologically—Is water quality con-
ducive or detrimental to supporting
recreational and social trends? Would

people move to the community, if the
water quality were improved? Are
people moving out becaus: of water
problems? Are certain groups organiz-
ing to solve problems? Will families
be affected?

Many more questions could be raised,
but these examples make it evident that
various value orientations offer differing
vantage points from which to design
questions, make observations, collect
and analyze data, and inter .et situa-
tions. The very act of looking at an al-
ready identified problem from multiple
reference points is somewhat similar to
cross-examination in a courtroom. The
process leads to differing answers about
needs. Identifying and discussing the ex-
isting contradictions and conflicts helps
people understand and determine real
needs and program priorities.

Wider public involvement and teamwork
are encouraged. Accepting the existence
of various value orientations encourages
Extension educators to involve different
community groups, each with their
vested interests and differep* - cademic
disciplines, in situational anaiysis. A
good analysis illustrates how the same
situation has the potential to produce dif-
fering needs, interpretations, and pro-
gram alternative~. Perceived needs
depend upon the Extension educator’s
original values.

Deciding priorities is an outcome of
using value orientations in analysis.
What might seem to be a narrow, spe-
cific, or low-priority need, such as
stream pollution, might actual.y be a top
priority need, if it touches several value-
orientation categories. A need, in that
case, would affect more than one per-
son’s b ic values and thus would have a
highes priority.

The seven value orientations, when all
are used, force us to clarify personal
values. The Extension water-quality
specialist will discover just how strongly
he or she values economics over environ-
ment or health over economics. Conflict-
ing answers to questions point out
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choices that, in turn, help sharpen per-
. sonal values, assumptions, and commit-

ments.

Adams County

Atthe second staff meeting following the initial discussion of the four per-
spectives, Ann, the office chairperson, returned with additional ideas on
how to analyze more completely each of the four perspectives that the
group decided earlier were too general. She consulted her district director,
Mary Kirschbaum, who attended a workshop on situational analysis. At that
workshop, Mary learned about the need to break down the . ental barriers
created by college disciplines and Extension program areas, and how Ex-
tension needs to create more interdisciplinary systems approaches to
problems.

For use as anadytical categories in identifying questions, Ann gave Tony
and Betty a copy of the seven-category system, which is based on the basic
value orientations generally prevalent, in varying degrees, in people’s
minds. Ann suggested that identifying possible priority agriculture prob-
lems in Adams County be viewed within the following categories: eco-
nomic, education, environmental, health, political, psychological, and
social.

‘ True to the sensing and nonintuitive personaiity type, Betty frustre.tingly
said, ““l don’tunderstand.” Tony said, *‘l do, but | sure don’t see the impor-
tance or need for all that. Why don’t we just look at agriculture?’’ Ann ex-
plained: “Agriculture does have all these dimensions. Not to look at all of
them would leave out some possibly important problems. For instance, if
stress in farm families was possibly the top problem, economic data would
not uncover it, even though family stress can be caused by high debt and
bankruptcy. Nor would the level of water pollution ir farm wells say anythiny
about the financial profits of farmers in Magnolia township. Political actions,
recent and pending, will have a great deal to say about future economics.”’

Although not totally convinced, Tony began to see how agriculture prob-
lems could be viewed from differing points of view, and that solutions are
interdisciplinary in nature. Betty also began to appreciate the need to look
at the broader situation.

Ann went on to explain that using the seven categories could help break
down the four perspectives discussed at the previous meeting. She illus-
trated the types of questions to be asked. They all agreed that it was the
seven values, added to the four perspectives, that gave them a more de-
tailed framework in which to continue their analysis. Tty agreed to read
the sourcebook Ann had brought, in which value orientations were ex-
plained, by the next meeting two weeks from Monday.

They all agreed to try to identify further questions to determine what types

of categories would be useful in their analvsis and to report back at the next
. meeting.
A2
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Phase 7: Identify the Guestions

In 1957, about the time of Sputnik, many
people first heard what is now a time-
worn cliche: **We’re increasingly facing
a knowledge explosion.”” What the world
is really facing is a data explosion. Since
the advent of the computer in the 1940s,
but particularly since the advances of
micro chip computers, computer data
storage is incomprehensible. Govern-
ment agencies, universities, libraries,
and other data sources are bulging with
information, and are seeking new ways
to store more data, the existence of
which is known to relatively few per-
sons. Thus, the question is not how
humanity can know all there is to know.
Rather it is (1) determining whether or
not any relevant data exist, (2) knowing
how to find the needed data, and (3)
knowing how to translat= data into mean-
ingful information.

The total situationzl analysis model
focuses on shese latter dilemmas, and nci
on what to do with the data. In the model
is a general framework that was de-
veloped to help sort and screen pertinent
situations.

When yon know the questiua(s) to be
answered, you will know the answers
vou need. The answers to questions come
in the frzin of data, observations, mea-
sureracnts, and varied information, both
quulitative and quantitative. The ques-
tion(s) tells you what data are relevant
and appropriate, and what you are lcok-
ing for. The question(s) points the direc-
tion to the next phase of finding data
sources (identifying the Extension
publics), involvement techniques, and
collecting and summarizing the data.

Most important, the question(s) is the
connecting link between your thoughts,
organized by the seven value orientations
and four perspectives, and the answers.
Within th_ 28-cell matrix in Figure 3 lie
the aaswers to the questions and, thus,
the eventual basic relevance of the data.

For vxample, if total situational analysis
focuses on determining future Extension
program priorities in a county, then, cer-
tainly, how each of the four perspectives
perceives the identified needs and prob-
lems is crucial. Therefore, it is important
to know how each of the four persp..
tives sees the situatior  n the stand-
point of the seven valu. _rientations. But
within each of the 28 cells, what are the
critical and specific questions that need
answers? Working only within the eco-
nomic sphere, the Extension organi-
zation, having economic revitalization as
its nur sber-one priority, would want to
know the answer to the questions: How
big is the program’s likely economic im-
pact in terms of (1) the number of people
in different occupations, (2) how they in-
vest their incomes, (3) level of unemploy-
ment in those occupations, (4) the value
of products produced in those occu-
pations, and (5) the trends of businesses?

Having data to show how different busi-
nesses and occupations compare, these
variables answer the question and thus
the data are pertinent. If the answers to
the questions show the relative mag-
nitude or importance of the businesses,
then further economic questions could be
asked, such as: Which of the businesses
needs educational assistance the most?

Further illustrations (see Phase 6) show
that questions differ in social, political,
and environn.ental ori2ntations. Anal-
ysis can continue within the economic
value orientation, but the Extension
educator could ask social, political, or
environment-related questions such as:
(1) In which businesses are more people
unemployed? (2) For what business
education programs would more political
support be possible? (3) Which busi-
nesses cause pollution problems in the
local streams and lakes?

In conclusion, Phase 7 will be complete
when the leadei (s) of the situational
analysis has identified the critical analyti-
cal questions to be asked of the situation.
Raised from the vantage point of the four
perspectives and seven value orientation
categories, these questions are further
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guides to needed data sources, and to Because of the dynamic nature of
which groups to involve. That is spoken analyses, all questions are not likely to be
to in Phase 8. identified at this time. As answers to

questions and new data are collected, as

Adams County

Between the second and third staff meetings on situational analysis, Tony
contacted three Extension agricultural specialists and asked their opinions
on which questions to ask. One of the Extension specialists was a conserva-
tion and environmental specialist. The second was a crops specialist, and the
third was a state farm management specialist. Based on their suggestions
and his own livestock experience, Tony came up with 10 questions, which he
read to the other agents.

Ann interjected, ““With the exception of some, aren’tthese primarily eco-
nomic productior. questions?”’ Betty said ''Yes.” Tony said, ‘‘Well, yes,
maybe they are, but isn’t that the purpose?”’

Atthat point, Betty offered 10 other questions tt * she had been thinking
about.

Ann said, *“That’s a good list. In fact, it sure adds to the good list that Tony
began. Let me add a few that I’'ve thought about,” with which she began to
read.

After the eight questions on Ann’s list, Tony interjectad, “‘Boy, that’s sure a lot
of questions but not all of them relate to our main questions on agriculture. |
wonder if we can get the answers to all o1 them?”

Ann replied, ‘“These are quite a few questions, and yes, not all relatz directly
to agriculture. Perhaps we don’t even have all ofthem yet. Let’s put these that
we have in the seven categories that we talked ahout last time; see whether
or not we have all of the categories covered; and identify which of the ques-
tions are not related to our focus.”” The resulting list, by category, was the fol-
lowing:

Economic

1.What different crop acreages are grown in Adams County?

2. How many different livestock types are raised and sold?

3. What volumes and values of agricultural products are sold?

4. Are these agricultural sales going up or down?

5.What agricultural problems do the banks and credit agencies believe need
the most help?

6. How many businesses have started and failed in Adams County during the
past five years?

7. Whai ars the motel and hotel occupancy rate trends in Adams County?
(Nonrelated)

continueq
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8. What are the consumer and household purct.asing patterrs?

Education
1. Onwhat problems are farmers asking for the most help?

Environmental

1.How are the water and soil conservation practices applied?

2.What are the current phosphate and oxidation levels in the lakes?

3. What soil and water conserv:tion practices are being applied and at what
rates in Adams County?

4.How many farm wells have been tested recently, and what are the bac-
teria and nitrate levels?

5.What are the current animal manure spreading practices on farms in
Adams County?

6.What chemicals are being sold for control of beef and corn pests and
parasites?

7.What current calibration and pesticide safety practices are used by com-
mercial and farm applicators?

Health
(None)
Psychological
(None)

Political

1. What do the other government officials believe are the most serious
problems?

2. What do government officials know about state solid waste, recycling,
and disposal laws? How many city municipalities have a recycling or-
dinance?

3.How are the municipalities allocating funds to different groups, such as
the police, fire, highways, welfare, libraries, senior citizens, educators,
business developers, and others? What are the budget allocation trends?

Social
1.What were the marriage, divorce, and birth rates in Adams County over
the past five years?

2.How much television do families and children watch? Which programs?
(Nonrelated)

3.How much time and money do farm families spend on recreation?
4.What roles do children play in the total farming enterprise?

5.How many farm children in Adams County, who are eligible, belong to
4-H in comparison to other counties?

continued
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or people in cities and villages?

relevant to their focus.

6. How many farm families have a will or estate plan, or up-to-date, ac-
curate farm management records?

7. Are farm families currently socializing more or less with their neighbors

Asthethree looked at Ann’s list, it became apparent that the education,
health, and psychological categories were not being examined as thor-
oughly as possible. They reflected on this and concluded that, for their pur-
poses, they had all the questions that they considered to be important at
this point, and that only two of the questions on the list did not seem to be

measurements and observations are
made, and as new conclusions are
reached, further questions will evolve,
particularly if the results of the analysis
have far-reaching implications. Do not
overanalyze and raise further questions if
the main focus is satisfied and practical
decisions are possible.

Phase 8: identify the Extension
Publics

Identifying the Extension publics also
could be referred to as identifying the
sources of answers to the questions
raised in Phase 7. Sources of answers are
infinite. Therefore, knowing the specific
questions being asked helps in finding the
answers. A situational analyzer can ap-
proach and invoive the following publics
as possible sources of answers.

—National and state government agen-
cies or departments for:

® Specialist and leadership opinions;

® Existing numerical data on agricul-
tural acreages and production, fer-
tilizer and pesticide use, birth and
death rates, immigration, migration,
housing conditions, unemployment,
gross sales, census, new businesses,
forestry, fish populations, tourism,
geological and soil resources, water
pollution and quality, and conserva-
tion measures;

® Current programs ang services
provided;

* Laws and policy statements that guide
these agencies or departments;

® National Agriculture Reporting Ser-
vice (NARS), Educatior:al Reporting
Information Clearinghouse (ERIC),
Cooperative Reporting Information
Service (CRIS) study reports on the
foregoing examples; and

® Memoranda of understanding on
relationships, procedures, and access
to data.

—Extension and university departments
for (1) specialists’ conclusions; (2) re-
search reports and artic’es; (3) program
reports on similar situations; (4) survey
data; (5) analyses of past situations; (6)
assistance and reference on ad *itional,
specific data and answer sources; and (7)

interpretation of laws, history, and policy.

—Private and business association
groups for (1) sdles data, (2) opinions,
(3) trends, and (4) Chamber of Com-
merce data.

—Local government officials and }~

sion leaders for (1) assessment and
records; (2) real estate sales; (3) roau .ay
and transpoitation needs, plans, and
studies; (4) waste-disposal trends; (5)
water rights; (6) crime and social
problems; (7) building codes; (8) land-
use planning and zoning; (9) school
populations; (10) library services;
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(11) utility needs and trends; (12) am-
bulance needs and use records; (13) dis-
ease and health trends; (14) lawsuits and
court records; and (15) muscum and park
usage.

—General community populations and
specific targes clientele for (1) values,
aspirations, optimism, and long-term
dreams fo1 the future; (2) immeaiate
farming needs and concerns; (3)
knowledge about water problems; (4)
record-keeping skills; (5) perceived
ability to be self-directed; (6) attitudes
toward parenting; (7) income levels; (8)
ages; (9) marital status; (10) business or
occupations; and (11) applications of
ideas from past Extension programs.

—Popular media, such as TV, news-
papers, radios, and magazines, for data
on (1) current issues and attitudes, (2)
trend dataon the stock market, (3) local
social news, (4) school activities and
programs, (5) news analyses, and (6)
local events and meetings.

As these sources of data indicate, the list
is almost endless. The infinite nature of
the data sources reinforces the need to
know what you are looking for;i.e.,
what analytical question needs to be
answered. These lists also reinforce the
fact that much data already exist, perhaps
unorganized or irrelevant to Extension’s
analyses, or organized by someone else’s
questions or issues. It suggests Fxtension
educators should not start looking for
data or deciding what publics to involve
until they have their question(s) identi-
fied.

Once Extension educators have identified
existing data relevant to their question(s),
they need to interpret them with their
clientele.

Inevitably, all needed data existing in
computers, books, reports, or bureaus
will not be found. Thus, consider solicit-
ing new, original information from Ex-
tension publics.
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Phase 8 is complete when the publics for
whom the data are obtained are identi-
fied, along with other sources of answers
to the key analytical questions.
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Adams County

Once the three agents decided on the key questions to ask within each of the seven value orienta-
tions, they moved to the next step of dentifying the group, agency office, or persons they would have
toquestion. Their worksheet began to expand. They began to place names of groups, offices, or
people after each of the questions, and to make plans for when and how they were going to obtain the
answers or data to the questions. Their worksheet began to look like the following:

Questions
Economic

1. What different crop acreages are grown in Adams County?

Sources of data

State Department of Agriculture

2. How many different types of livestock are raised and sold?
3. What volumes and values of agricultural products are sold?
4. Are these agricultural sales going up or down?

5. What agricultural problems do the banks and credit
agoncies believe need the most help?

State Department of Agriculture
State Department of Agriculture
State Department of Agriculture

Banks and credit agencies

6. How many businesses have started up and failed in Chamiers of Commerce
Adams Cuunty during the past five years?

7. What are the consumer and household purchasiny Chambers of Commerce,
patterns? retail stores

Education

1. On what problems are farmers asking for the most heln?

Environmental

1. How are the water and soil conservation practices
applied?

Adams Coun y Soil Conservation
Servire

2. What are the current phosphate and oxidation levels
in the lakes?

3. What soil and water conservation practices are being
applied and at what rates in Adams County?

State Department of Natural
Resources

Adams County Soil Conservation
Service and farmers

4. How many farm wells have been tested recently, and
what are the bacteria and nitrate levels?

5. What are the current animal manure spreading practices
on farms in Adams County?

6. What chemicals are being sold for control of beef and
corn pests and parasites?

7. What current calibration and pesticide safety practices
are used by commercial and farm applicators?

State Health Department

Farmers

Agribusiness dealers

Farmers and agribusiness dealers

4U
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Phase 9: Decide en Involvement
Techniques

This situational analysis model involves
the publics. Boyle (1981) discusses in-
volving Extension clients and commu-
nities in analysis. Boone (1985) states
that Extension educators must develop
linkage with their publics. Ways to in-
volve the publics or establish linkage
with them depend upon the purposes of
the situational analysis and the specific
questions being asked.

Involvement in situational analysis is
defined here as including Extension s
publics 1 the situational analysis process
by creating experiences in which they be-
come, socially and psychologically, a
part of that process, not just physically
present. Publics are expected to col-
laborate actively in further analyzing the
four pe rspectives and seven value orienta-
tion:  hinthe contextof their per-
sonaiity styles.

Involving lay leaders, youth, university
staff, professionals, volunteers, farmers,
agribusiness representatives, watershed
boards, the elderly, the media, and
government officials in situational
analysis results in a broad physical
spectrum of degrees, attitudes, and tech-
niques. When you gather a small group
of farmers together ina room, that is in-
volvement. However, whenthey discuss
their cash flow, record keeping, invest-
ments, income, and debt/asset ratios, and
express their current frustrations, needs,
dreams, and future plans, that is social
involvemen. If that hypothetical group
of heavily indebted farmers, through ac-
tive discussion and analysis led by Exten-
sion educators, internalizes certain
program alternatives, they could, in *urn,
act together to promote adoption of par-
ticular program plans.

Taking active roles in identifying prob-
lems and causes, and relating them to
their own needs, lead publics not only to
physical and social involvement but also
p. ychological involvement. This deeper
psychological involvement and commit-
ment can be a key goal for any situatioral

o

analysis. The commitment leads people
to public and political support of Exten-
sion. The commitment itself becomes a
resource for programs. Involving Exten-
sion publics is a process that rests on
several key principles:

1. All people are always involved, if only
indirectly, in every program situation. At
the very least, their lives are a part of the
situation. The challenge is not getting
them involved, but getting them involved
for Extension’s purposes.

2. An Extension educator’s responsibility
to involve nthers has specific program
and leadership aspects, such as getiing
people involved for Extension program
development purposes.

3. All efforts at public involvement must
be open, honest, and nonmanipulative.
Effective involvement that leads to true
expressicns of need, trust, and support
cannot be attaine< chrough other ap-
proaches.

4. Neither ethics nor democracy requires
that all citizens be directly involved, all
of the time, in every aspect of situational
analysis. Rather, the aim is to involve the
publics for specific purposes ;0 that
people have impact on decisions that af-
fect them.

5. Having the publics make all the
program decisions does not guarantee
democracy. Total citizen control could
mean involving the wrong publics.

6. Involving people from the four situa-
tional analysis perspectives helps to iden-
tify needs and resources, as well as to
generate support, learning, and knowl-
edge of constraints. Keeping these
gene:al purposes in mind when planning
involvement strategies ensures that the
process stays *‘on track.”

7. Full psychological involvement and
commitment of publics in situational
analysis allow various values and criteria
for data interpretation to be discussed
opanly and in nonthreatening ways. They
also support optimum use of varying per-
sonality tyles.
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Within the foregoing principles, many
proven techniques can be used to involve
the publics. From the following list,
Extension educators can select the most
appropriate technique(s) for the four per-
spectives, clientele, community, county,
or program stage being analyzed. All
will involve the publics, at least physical-
ly. Not all will be successful in building
psychological commitment.

Surveys. Surveys conducted through
mail questionnaires, personal interviews,
or telephone interviews have been used
effectively for years by Extension edu-
cators to involve publics and collect data
ontheir needs, values, interests, know:-
edge, actions, skills, changes, and
benefits due to Extension. ‘The key to ef-
fective use of surveys is to use them
within your focus, questions, and situa-
tional analysis purposes, as decided in
Phases 1 through 8.

Surveys have been used effectively to
gather data on variables in each of the
seven value orientations for the Exten-
sion organization; state, community, or
county situations; and specific clientele.
Surveys can be used to gather data about
general concerns, resources, and ob-
stacles. Because one can collect both per-
ceptions and facts, surveys are a means
by which the publics can be involved
psycholngically and linked to the situa-
tional analysis process.

Communicate clearly with the publics.
Keep surveys simple and short. Inan ad-
vance letter and cover letter, explain the
purpcse of the survey and the intended
use of survey data. Call or write those
who have been mailed a questionnaire,
but have not acknowledged its receipt, to
reinforce the importance of :eturning the
survey form.

Group Meetings of Community/Clien-
tele Representatives. Many group tech-
niques can be used to solicit clientele
needs, knowledge, attitude and skill
levels, program goals, and action pref
erences. Open meetings can be beld
within existing, small organizea groups

or neighborhoods, or they can involve
representatives from entire communities,
counties, regions, or states. Open meet-
ings can range in size from very small to
very large, and can include clientele rep-
resentatives, community leaders, and
other Extension educators.

When people are invited to such meet-
ings, let them know in advance the pur-
pose of the meeting. Sensitivity to the
personality types of persons involved, ap-
preciation of their diversity, and skill in
group work will help Extension select the
most appropriate education technique.
Four such education techniques are:

Creative brainstorming: Osborn (1979)
elat rated on this technique in the 1950s,
and 10any Extension professionals have
used it since. The process encourages
openness and creativity by withholding
critical judginents of the ideas generated.
As an open process, anyone within the
group can, at any time, suggest an idea
without it being immediately judged or
rejected by others in the group. Judg-
ments are postponed until all ideas have
been generated, analyzed, and inter-
preted by the group.

Nominal group technique: This tech-
nique was develored in the 1970s by
Delbecq et al. (1975) and has since been
widely successful. As an alternative to
brainstorming, meeting participants are
organized into small buzz groups of six
to eight persons each. Each individual is
asked to record, on cards and in the
presence of others, his or her answers to
critical questions posed to the group. An
example question is: What are the most
pressing concerns in the farming com-
munity? Still within the small group, in-
dividuals then share their concerns, one
at a time, in round- -obin fashion with
others in their group . atil all responses
have been heard and recorded. The smalil
group reports its list and analysis to the
total group. The total group then ana-
lyzes, clarifies, and finally votes on
which of the concerns are of highest
priority for Extension programs. This
technique brings about consensus on

o1
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needs and generates psychological sup-
port for programs even from introverted
individuals.

Group interviews: This method, used in
marketing research, recently has been
adapted for Extension by Long (1983),
Krueger and Mueller (1986), and others.
A series of critical questions is presented
to people meeting as a group. The result-
ing open, qualitative responses and dis-
cussions provide insight about values,
perceptions, needs, resources, and con-
straints. The participants then are in-
volved in analyzing and interpreting,
once they have offered their individual
answers.

Formal hearings: This method is often
used by governmental departments and
agencies. Extension educators could
easily call a group of watershed land-
owners, 4-H leaders, small farmers,
tourist services, and homemakers
together to carry out a variety of func-
tions; i.e., (1) make presentations on al-
ternative needs; (2) state future
Extension program priorities; (3)
describe how the situation in the county
or in Extension has been analyzed; (4) in-
vite participants to offer their reactions,
agreements, or disagreements to
Extension’s analysis; and (5) invite the
publics to present their own observa-
tions, analyses, and interpretations.

Patton (1978) observes that the *‘act-
react-adapt’’ process is used successfully
by evaluators and situational analysts.
Within the setting of formal hearings, it
would be simple to apply thes~ repetitive
steps: (1) propose analyse-, actions, or
initiatives; (2) listen to the publics’ reac-
tions; and (3) adapt and revise the
analysis, interpretations, and proposed
priorities. More observations, needs,
resources, knowledge, values, and at-
titudes will be generated by a set of
proposals for consideration than by going
to a meeting with no set plans.

Advisory Councils, Task Forces, and
Committees. Extension has a tradition
of working through selected, appointed,
or elected groups, such as County Exten-
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sion committees, county and state ad-
visory councils, and others who can '
provide continuing observations on

needs, resources, and constraints in situa-

tions. Examples are:

Advisory councils: Cole and Cole (1983)
write about the use of advisory councils
and reiterate a key point about successful
involvement—the educator must know
the purpose for involving advisory
councils, and must design involvement
experiences accordingly. Extension
educators should determine whether the
specific purposes are to identify needs, to
identify constraints, to generate re-
sources, or to learn—all purposes that
can be served through situational
analysis.

The authors also warn that no single
council can serve all levels of Extension
or program areas. Extension educators
have to organize advisory councils
around the focus of the situation being
analyzed. To understand the concept ot
advisory councils and to use them effec-
tively, consider (1) group dynamics and ‘
(2) program components, both of which
include needs assessment and goal set-
ting. [Note: See Module 5: Working
With Groups and Organizations for a
complete discussion of group structures,
concepts, and how to work with groups,
such as advisory councils.]

Ad hoc task forces: These task forces
can be appointed and then dissolved upon
completion of the situational analysis.
This approach might mcan getting a
group of five to six of the most expert or
representative persons within a com-
munity to analyze a need, issve, or con-
cern, and to report their conclusions to
some other ongoing group for further ac-
tion.

Advocacy planning: On any particular

issue, such as drug abuse, downtown

revitalization, transportation. solid waste

disposal, or water quality, many different

solutions, strategies, and educational

techniques might exist. One technique

for selecting a suitable approach might

be to appoint a task force to study and ’




analyze a situation. The same process
could be carried out by study groups with
environmental, health, or other value
orientations. Each group’s conclusions
would comprise advocacy positions to be
presented at a public forum. Advocacy
planning could generate further interac-
tion, analysis, and interpretation to
develop future Extension program plans.

Existing Data. A tremendous amount of
data, including unobtrusive measures
(those that occur naturally without any
possible effect of the measurer), U.S.
census data, agricultural production data,
health fields data, and geological sur-
veys, already are available within any of
the four perspectives and the seven value
orientations. The following list illustrates
more specifically the variety and scope
of existing data.

® The fertilizer sales at local dealers
(type, grade, trends, form).

® The number of wills written in the
community in the past year.

®  Amount of life insurance purchased
recently.

® Changes in traffic patterns.
® New business in the city.

® Records of phone calls to the Exten-
sion office.

® Amount of newspaper column inches
given to juvenile delinquency (trends,
type, location).

® Accident patterns (homes, farms,
roads, bicycles, poisons).

® Requests for assistance records in the
Extension office..

® Number of bulletins distributed by Ex-
tension (topics, trends).

® Extension plan of work data sum-
maries (personal, other agents,
specialists, county, by program).

® 4-H enrollment records (demographic
characteristics, trends).

® Homemaker Club membership.

® Dairy Herd Improvement Association
(DHIA) records.

® Birth notices and marriage license ap-
plications.

® New housing projects and new houses.
® Sales of natural and manmade fabrics.

® Incidents of consumer fraud in papers
and tbe courts.

® Agenda topics at village, town, city,
and county board meetings.

® Sugar and meat pricer

These data, if related to . rocus, can be
collected, prepared, and analyzed accord-
ing to the analyzer’s purposes and ques-
tions. To the extent these tangible and
unobtrusive data accurately reflect
Extension’s publics and are related to
analysis foci, the publics are being in-
directly involved.

However, these existing data only
generally fit current situations. How do
Extension educators know if they are
relevant to the current analysis? Whether
or not these data are relevant depends on
whether or not the existing data have in-
ternal and external validity. Good re-
searchers ensure that the data represent
the situations that they are studying.
However, if data were useful only for the
particular situation studied, there would
be no broader societal value or practical
use for c1iem. Thus, researchers also
strive for external validity, that is, value
or wider application than just for the par-
ticular sample or case situation they
studied. Extension educators who are
conducting situational analysis are chal-
lenged to search for data that have exter-
nal validity, or fit the situations that they
are analyzing. How do they do this?

.F'A
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Katzer et al. (1982, pp. 144-145) say:

Rescarchers scldom study anything of in-
terestto you. . . . None of these [re-
search] situations make clear whether the
results apply to you. And, in principle,
that v iii always be the case. Because no
two situations are ever cxactly the same,
how can you determine if the findings of
a study generalize to your situation? . . .
[One must begin by taking) a closer look
athow ‘‘your situation’* differs from the
ones reported in the journals. Certainly
the people are different, but so also are
the times, the environments, and the in-
itiators.

Thus, the challenge in using existing data
is to know whether or not the data are
from a representative sample. Extension
educators need to know the focus, dimen-
sions, variables emphasized, and the in-
struments used to gather the data in the
previous data collections. They need to
know which of these previously mea-
sured variables are of importance to them
in the current situation. Katzer et al.
(1982, pp.145-146) advise that:

In iese cases, you need to pause and
take stock of your situation. . . . The key
to generality is eliminating or discount-
ing all potentially important differences
between the situation described in the re-
search report and the situation the results
are to be applied to. If the differences be-
tween the research situation and your
situation are minor and do not affect the
findings, then it is reasonable to general-
ize across these differences. In other
words, the research situation and your
situation must be alike in all essential
ways. But what differences are impor-
tant and what ways are essential? . . .
Muost of the time, the situation is not
clear-cut because it isn’t obvious which
differences matter and which are
irrelevant to generality. In these cases,
you need to judge the adequacy of the
evidence or the arguments offered by the
researcher’s data.

Extension educators need to look further
at the nature of the people in the sample,
and they need to know whether the ran-
dom sample or case study was appro-
priate or pruper. Basic questionste  k
are:

® Are the results factually accurate?

What are the dimensions over which a .
person needs to generalize the find-
ings?

® Did anything happen to the people
during the study or collection of these
other data that made them less repre-
sentative?

® Are the significance or statistical
reports reliable and valid?

Using existing data as indirect involve-
ment can be effective in identifying con-
straints, needs, and resources, but is not
sufficient to build the publics’ psycho-
logical commitment, support, and under-
standing of Extension programs. That
requires face-*u-face interaction.

Newspapers, radio programs, TV
programs, notice board postings, and the
like are sources of good clues to help
identify needs, resources, and obstacles
to change. One way to ensure systematic
use of these data sources is to keep a log
in which you note various indicators of
needs, resources, and constraints, as they
are seen or heard. Content anaivsis of
these logs can sort the observations by
type and frequency. Through this
process, major themes will emerge. Al-
tisough content analysis as a technique
has been developed to a very sophisti-
cated level by journalism researchers,
Extension educators can add to the prac-
ticality and efficiency - “situational
analysis by simply settin, up conceptual
categories of relevant variables and
counting the frequency of observations
for a month or a year. Once analyzed,
thesc data can be reported back to group
meetings, community leader meetings,
and advisory councils to obtain the
publics’ further analyses, interpretations,
and approval.

Ombudsman. This concept and practice
originated in Scandinavian countries. At
its own expense, an institution employs
people whe live within communities and
are responsive to .ue clizntele in those
communitics, rather ti;aa to the Exten-
sion organization that employs them.
These ombudsmen are partici nt ob-
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servers. They observe, keep logs, ana-
lyze, interpret, and report back to Exten-
sion on behalf of the clientele in county
and community social systems.

Many variations on the techniques that
involve Extensions’s publics as indi-
viduals, small groups, and larger groups
are available. All can help the publics
identify their values, concerns, beliefs,
ard available resou: ces. A few specific
examples <erve to illustrate how to
generate real, interacting, and useful ex-
periences within meetings and social set-
tings:

Give people maps of their geographic
area. On the maps, have them identify
their concerns about their community
and county. Participants can explain their
concerns to others and be given data per-
t:nent to know ing ar. analyzing the full
community situatio.: (Boone, 1985).

Carry out a force-field analysis. For ex-
ample, a group leader might state that 20
percent of youth aged 14 to 20 years
abuse alcohol and drugs. Buzz groups at
the meeting would then identify, within
each of the value orientations, the factors
that encourage or discourage that drug-
abuse level. Showing these arrows on a
flip chart or chalkboard gives a picture of
what factors are positively reinforcing
behavior, what factors are negatively
reinforcing it, and what needs to be
changed for constructive and easy solu-
tion of the problem.

Share visuals. Take snapshots, slides, or
videotapes of environmental resources
and concerns. These visuals can be
shown at meetings of public leaders or
clientele representatives to stimulate dis-
cussion. Agzin, these pictures could be
analyzed to answer the questions: (1)
Why do the conditions exist? (2) Are
they represeutative? (3) Are they serious
problems? (4) What can be done? and (5)
What has to be done first to solve the
problems?

Conduct an iceberg analysis. Most com-
munity, county, or individual needs are
like the proverbial iceberg. The surface

is only a smalil part of the major prob-
lems. Tt becomes the task of an Ex‘ension
educator to guide leaders, clientete, and
others from looking at what is visible to
considering underlying factors, allowing
the iceberg to ‘*melt’” as the problem is
analyzed, and bringing more of the major
probiems to the surface (Connors, 1966).

Elicit public self-reports and testimony.
This approach requires that individuals
be willing to express publicly their
probiems and dreams--an alar."ting
prospect for many. But panels of farn,
families recently have found this t> be an
effective technique for public involve-
ment, while at the same time giving emo-
tional support to others who are facing
the same problems.

People need to be socially and psycho-
logically involved in the process of
analyzing situations, not just physically
present. The foregoing brief list illus-
trates a few ways of encouraging active
involvement. The list could be con-
siderably longer if the various examples
of how Extension has successfully
brought about involvement in the past
were included. The situational analysis
mode! proposed in this Module is ex-
periential in nature. Unless specific tech-
niques and appioaches arc used to
involve the publics in the muinal act of
questioning, observing, measuring,
anayzing, and interpreting the four
perspectives and value orientations, the
model is not being applied, and situa-
tional analysis will not achieve its pur-
poses.
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Adams County

After considering the many questions to which they wantec answers, the three agents met and
decided to use a combination of involvement techniques for collecting data. Tony was familiar with
the existing state agricultural rensus data and the existing data in the Agricultural Stabilization and
the Conservation Service and Soil Conservation Service offices in the county. He believedthat data
from those offices and reports would answer the questions about how im,"artant various com-
mcdities were in the county, and whether or not problems existed with the prc  ‘ctior: and market-
ing trends in those areas. (Given Tony's training, experiences, and sensing and introvert
personality tendencies, these inclinations were not a surprise.)

Ann and Betty, however, although recognizing the importance of existing data in such areas as es-
tates and wills, marriage and family trends, and use-participation trends, decided that it was necer
sary to involve many more people in the situational analysis. This meant gathering new and
important answers to some of tha questions. More important, it meant that, because of their ex-
travert tendencies, they desired to involve others and, by so doing, build support for Exter.sion
program decisions. They both felt a random sample survey of adults and youth in the county wvas im-
portant to determine what people know about community problems and what they are doing, if any-
thing, to solve them. They also agreed to organize a communitywide meeting to share the survey
rasults. As a group, the three agents decided at this point to contact the County Extension commit-
tee and present more of their specific situational analysis pian. At the next County Extensioncom-
mittee meeting, Ann presented the following actions and time schedule.

Timeline  Leadership

Activity (months) responsibliity
*Collect existing data from within the county, at the state university, and 2 Tony
from state department reports relative to the questions being asked. ‘
*Conduct a survey of 500 adult (18 and over) Auams Countv sitizens 4 Betty

[See Appendix 1—Adams County Citizen Survey]; conduct a survey of
300 Adams County farmers [See Appendix 2—Adams County Farmer
Survey, stratified according to the different farm types, regarding their
current knowledge and practices in farming; and conduct a survey of
50 agriculturai business leaders within Adams County on their views
about agricultural problems.

*Conduct five community meetir:y,.  different parts of the county, with 6 Ann
one of them in Mason. These meetings will provide:

—Graphs and charts about using current, existing data.

—Maps and photographs of various resources, problems, and events
within Ade.as County.

—Presentation of survey s,

—Use the nominal groups technigue to determine what the people at
the meetings feel the future agricultural priorities are, based on the
presentations.

— Force-field analysis of top priority issues.
[See schedule for Adams County Community Analysis Meetings)

sSummary by agents working with state sociologists, economists. and 9 Ann, Tony,
evaluation specialists on drafting a report, including an executive and Betty
summary on the top priorities for agricultural programs in Adams
County foi the next 5-10 years.

5 6 continued ’
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’ Adams County

Community Analysis Meetings
First Sesslon {Evening)

7:00 p.m.  Welcome and Introductions—Ann Pattersor
7:15p.m.  Overall Purpose—County Board Chairperson
7:50p.m.  General Meeting Goals and Agenda—Ann Patterson
7:45p.m.  Background Data Presentation—Tony Oleson

9:30 p.m.  Adjourn—Coffee and cookies

Second Sesslon (Daytime)

9:00a.m.  Coffee and rolls
9:15a.m.  Welcome and Review—Ann Patterson

— General Process
— Session 1
— Session 2

9:30 a.m.  Survey Results—Betty Skog
9:45a.m. Nominal Group Technique (NGT) Frocess [Break into 3 to 6 small groups
(with leaders)]

Question: What do you believe are the most important concerns facing
people in our community?

1. Silent individual responses

' 2. Round-robin group sharing
3. Discussion and clarification

4. Preliminary group vote

5. Discussion of vote

6. Final small group vote

12:00 noon LUNCH

1:00p.m.  Presentation of Small Group Results Followed by
Large Grcup Vo.e
2:00p.m.  Force-Field (FF) Analysis of (3 to 6) Major Concerns—Ann Patterson
3:00p.m.  Reports of Force-Field Analysis
4:00 p.m.  Meeting Summary
4:30 p.m. Adjourn

[Materials sent in advance of meetings and group leadership identified to facilitate tight
schedule.]

The County Extension committee said that the plan was too ambitious. The Extens’an
agents, with their district supervisor, Mary, suggested that this was a once-in-a-decade
analysis, and all of these efforts were needed for a complete analysis. They said it would pay
off inthe leng run by creating higher priority programs that are well-supported and under-
stood by the publics. Despite some initial reluctance by several of the committee members,
the plan was approved. The committee chairperson was enthusiastic about the plan. After

‘ discussion, the entire committee eventually became supportive of the plan.
o7
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Phase 10: Collect and
Summarze the Data

Data? Information? Statistics? Measure-
ments? What are they? What role do they
play in situational analysis? As already
stated, one existing. false myth is that
situauional analysis equals measurement
or data collection. It is useful at this
point, therefore, to digress and provide
more specific definitions and under-
standing of these concepts.

Data are abstractions. They are purpose-
less facts and figures (narrative or
numerical), or empirical observations as-
sumed to be real, and are not usually
open to argument. Measurement is the
ptacess of collecting data. When people
measure, they determine the quality and
quantity of certain constructs and vari-
ables in accordance with rules, defini-
tions, and scales.

Data become evidence when related to
the situational focus, purpose, aey ques-
tions, specific criteria, and, eventualiy,
specific decisions. Thus, all data or facts
are not necessarily evidence, bur many
existing data collected for other purposes
are potential evidence, if Extension
educators search and obtain data that fit
the purposes of the analysis.

Empirical evidence (data for current pur-
poses) is thus the medium of proof, when
used logically, relative to specified
values and criteria. By dzsign, measure-
ments that result in data are only samples
of assessed and recorded situations.
Regardless of type, quality, or source,
data do not tell the whole story or con-
text. Even surveys and questionnaires
that are constructed to measure specific,
purposeful variables, intentionally omt
much of the program situation. The total
picture and the real-life relationships are
left out of data measurements and collec-
tions. For instance, knowing the number
of persons ina family does not complete-
ly describe a family, nor would knowing
how many children are in the family com-
plete the picture. Of course, analyzers
can collect more data to fill in these gaps.
The more data gathered to complete the

picture, the closer one gets to the real
situation, which negates the efficiency of
taking measurements to represent the
situation. Thc question, then, is one of
satisficing (Simon. 1957). How large
does the sampling of the situation need to
be to allnw practical measurements and
avoid pointless measurements?

Although perhaps obvious, Phase 10 con-
sists of using the decisions, materials,
and plans prepared in Phases 1 throngh
9. Phase 10 is a critical step that needs to
be s...ted explicitly, because, if decisions
and plans resulting from Phases 1

tough 9 are not implemented or used,
the previous work has no practical im-
plications. Also important are the ways
ongoing observations and existing dawa
are treated. Without relating all statistics,
materials, reports, and other documents
to their purposes, questions, and criteria,
analyzers will not find them v:.eful

Once the data, in whatever form and
from various sources, are collected,
several subtasks convert them into
evidence; i.e., relate them to the purpose
of the analysis. Collected data need to be
coded, summarized, statistically
analyzed, and portrayed in ways that
others will understand better, relative to
the key analytical questions. Coding is
taking the data and answers from the sur-
vey forms, many of which are seemingly
unrelated numbers and words, and con-
verting them into numbers that an be
categorized and counted.

Summarizing is summing the different
answers to each question in the survey
questionnaire, the attitudes, and other ob-
servations. Summarizing is done by hand
or computer. Hand calculators can be
used to summarize much data. Statistical
data analysis is breaking tiie answers ob-
tained into parts or categories, according
to the questions posed. Data analysis,
using varying degrees of sophistication,
will prepare the data for Phase 11. When
the data are collected, organized, and to-
taled according to the different questions
and criteria, Phase 10 is completed,
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Adams County

The Adams County staff collected existing data on certain questions, with the advice and assistance of Ex-
tension subject-matter specialists. These data were from the state departments of agriculture, natural
resources, health, transportation, and small business development. Some data also were collected from
college and university departments of livestock, crops, economics, soils, forestry, engineering, and sociol-
ogy. Federal and state agencies, such as U.S. Geological Survey, Agricultural Stabilization and Conserva-
tion Service, the Soil Conservation Service, and Farm Home Administration provided additional data on
resources, practices, and farmer participation. Other data were collected via planned surveys and meet-
ings. University visual aids specialists helped the agents prepare overhead transpa. zricies and printed
handout materials, in which the existing data on livestock and crops production were graphically dis-
played as follows:

Corn Production per Acre

Total Cost
Total per Bushel
Preduction
Lb. of Weed
Chemical Sold
Bushels / Acre
Lb. of Root

Acres Planted Worm W
OO ]

i l ' i i i

L4 L} L L] ¥ 1
1960 1970 1980 1940 1960 1970 1980 1990
Predicted Predicted
1st Overlay
$ Profit per Acre
Price Received
per Bushel \
N\
N\
Y
'l 1 1 d S <4
T i 1 v J U
1960 1970 1980 1990 1960 1870 980 1990
Predicted Pred.cted
2nd Overlay drd Overlay

Theline graphs used existing corn production, sales, and price data fiom the state Department of Agricul
ture, sales data on agricultural supplies from local dealers, and records of local farmers who were enrolled
in farm management programs. The agents prepared similar graphics on other crops and livestock. They
also prepared transparencies of maps of soil conservation practices and critical natural resources, such
as the ponds, marshes, creeks, and rivers, underground aquifers, and water wells drilled and contami-
nated with nitrates and coliforms. These iatter data were obtained from the state Department of Natural
Resources district office, the state Health Department, the Soil Conservation office, and U.S. Geological
Survey.

Tony also summarized the results of the farmers’ perceived needs and practices survey. Of the 300
farmers in the sample, 198 responded. Tony prepared bar graph overhead transparencies, as follows, as
well as put them in a printed handout for use at the five community meetings.

continued
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Question F
Farm Practices Used

Cut alfalfa at mid-bud stage.

Use forage analysis to balance feed rations.

Reduced feed costs with improved alfalfa quality.

Tested well water for bacteria and nitrates.

Use laboratory soil tests for deciding fertilizer rates.

Calibrate pesticide sprayers each season.
Develop a written long-range farm plan

Developed or revised will.

Used A.l. stud or purchased performance-tested herd sire.

Use computerized ration-balancing program.
Scout for pestsin crops.

Direct marketing to consumer.

Minimum or noftillage.

Improved on-farm pesticide storage facilities.

Conducted a crop system economic analysis.

Conducted a livestock system economic analysis.

Ceriducted a farm cash flow analysis.

Conducted a far,n debt/asset analysis.

% Responding “‘Yes’’

[ | 75%
| | 40%

l | 64%

| | 33%

] 7] 68%
[ s

[ | 33%

[ Joew

I

[ %

| | 40%

162%

The printed handouts and overhead transparencies were used at the five community meetings. The
altendance, made up of leade s, farmers, agribusinesses, and other citizens, was Mason, 63;
Fitchbtirg, 49; Stoney Creek, 36; Clearwater, 46; and Gold Hill, 26.

Tha nominal group technique results of the meetings were summarized and categonized. The top 20

priority problems/concerns were as follows:

Adams County:Top 20 Priority Problems/Concerns

Rank Problem Total points
1 Natural resources protection; i.e., groundwatsr, rivers, solid waste 56
2 Reducing dependency on public support systems 52
3 Total agriculture economy, dairy, ciops, forestry 39
6 O continued

| 84%

]
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Rank Problem Total points
3 Lack of understanding of county’s major involvement in agriculture 39
5 Maintenance of quality education, including staff, facilities, and program 37
6 Assisting farmers in marketing and farm management to avoid overproduction 35
7 Deterioration of social norms, respect for authority and family 34
7 Elderly rights and opportuni. as, health, and housing 34
9 High property taxes 33

10  Waste management—animal, solid, human 29

10  Drugand alcohol abuse 29

i2 Existing/new business development—job training/retraining unemployed 23

12 Support agriculture/livestock sector (technology, people, services) and the 23
family farm

14 Establish priority of educational system offerings, according to qualitative 19
and quantitative community needs

15 Better understanding of the need for industrial developmant i8

16  Sexual assault, including sexual abuse of children, treatment programs, and 17
community education programs

17 Education on marketing of agricultural products 16

18 Inability to retain and attract our most talented people 15

18 Highway development access from all directions 15

20  Quality child care 14

Sub: it 3: Concluding
Phases

The six concluding phases of the situa-
tional analysis model deal with (1) com-
paring and interpreting evidence,

(2, deciding on interpretation and con-
clusions, (3) reaction and reflection,
(4) deciding on learner needs, (5) setting
learner objectives, and (6) revising and
preparing a written report.

Phase 11: Compare and Interpret
Evidence

To review, data are abstractions. To give
these abstractions meaning, abstract data
must be related to criteria and the ques-

or, more specifically and n..portantly,
the context and situation being analyzed.
The quantitative data must be related to
and fit into the qualitative nature of the
situation. This fitting back into real life
can be done only by the persons who
know something about the original situa-
tion, or the source of the data. That is
why the abstract nature of data must oe
recognized and is so significant. The idea
of abstractness of data is the key to inter-
preting and using data in situational
analysis. The process must be reversed.
The Extension educator has to take the
existing data and other new information

and mentally place them hack "nto reality.

Given this nature, Phase 11 returns E..-
tension educators to Phases 5 and 6. The
four perspectives and the value orienta-

tions, or fit back into original context,
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tions become critical at this point. The
presumptions underlying Phases 7, 8, 9,
and 10 are that questions are identified;
data are collected; and pcople are in-
volved according to the differ~nt perspec-
tives and vaiue orientations. At this
point, the criteria (the desired state of
affairs) that are derived from the values
and perspectives, are necessary. Because
numbers are useless in themselves (i.e.,
have no practical meanings), they must
be attached to something else to take on
utility or meaning. To make them mean-
ingful, we mentally connect, relate, or
compare them to criteria and questions
established in earlier situational analysis
phases. The analysis questions are the
focus. Observations and findings are
compared with the criteria, which are in
the form of other similar objects or situa-
tions. These comparisons determine the
differences or similarities between what
has actually been found (data) and the
criteria. Phase 11 is complete when the
compazisons allow analyzers to interpret;
i.e., determine the meaning or the im-
plications of this evidence with relation
to the established criteria.

For example, take the number 31. It
means very little. Add the word degrees.
Does 31 now have more meaning? What
if the notions of Fahrenheit, cold, August
3, and Miami are added? Thirty-one
degrees now means more. What if,
however, the words Centigrade, Decem-
ber 15, warm, and Chicago are added?
Would the interpretations and meanings
be different? Of course. The context in
which people place numbers and data is
what gives them meaning. The foregoing
example could be repeated infinitely.
The more context with which people sur-
round particular data, the more meaning
those data have. Obviously, the more
description and context people provide,
the more cumbersome the description be-
comes. Again, this is one of the reasons
for measurements—tc document in an ef-
ficient way so that the actual situation can
be communicated to others.

Whether using existing data or newly
collected data, a few examples might
illustrate the relationship between value-

Working With Our Publics ® Module 4: Situational Analysis ¢ Sourcebook

based criteria and the data comparison
and interpretation process. If rural well-
water testing shows that 12 percent of the
wells tested are contaminated with
nitrates or bacteria, or other PCBE;
(evidence), then a definite need exists,
because, in this case, the desired state of
affairs would be zero level of wells con-
taminated (criteria). Furthermore, if 12
percent contaminated wells is a 2 percent
increase from the previous year, the
trend is definitely in the wrong direction.

In comparing observations and evidence,
Extension educators compare sit..ations
in Adams County, for instance, to situa-
tions in Rock County. If all conditions be-
tween the counties are similar except for
crop production, then the analysis shows
a possible probler area. Comparisons
can be made on almost all variables or
data suggested earlier.

Analyzers also can make comparisons
for different purposes. They can com-
pare to see if what is expected to be
similar is, in fact, different. For ex-
ample, analyzers might look at clientele
who have been involved with them,
regularly, in their programs to see if they
differ from those persons who are new
Extension clientele.

Existing data, or newly collected data,
nave meaning or relevance only when
compared to the criteria that reflect ex-
periential, understood, relevant, and
desired values. The analyzer must be
familiar with the reference point. If the
criteria also are irrelevait, then the
whole comparison is meaningless.
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Adams County

Once the five community meetings were over, Beity, and especially Tony, feit their
analysis was just beginning, and wondered what they had gotten themselves into.
The data and information were beginning to bury them, and they wondered how to
make sense of it all. Consulting with Ann, they found she had the same feeling
when 3he first went through such analysis four years ago. She said they first
needed to keep their focus in mind; i.e., what are the major agricultural problems
that Extension and research can deal with Second, when looking at the nominal
groups technique data, they should ask how each of the four perspectives would
look at the data. Third, they should look at the data from each of the value orienta-
tions.

As Betty and Tony proceeded to look at the data, they saw that certain data
seemed to give conflicting answers and lead to different conclusions. Ann said,
“Well, now you understand why our values are so crucial in this process.”

The findings on farm water wells (33 percent of farmars said they had tested their
wells) particularly disturbed them. In one neighborhood, 14 percent of the tested
wells had nitrates at critical levels (over 110 parts per million). Five years ago, 6
percent had critical levels. However, 10 years, ago, the first survey year, zero per-
cent had critice! levels. Yet, no faimers reported problems related to water quality.
Only two fai.ners in Hardwick township said water quality was a problem. No sick-
nesses were apparent or reported. Instead, 56 percent of those farmers wanted
farm management help. However, the community meetings showed that natural
resources, particularly water, was the number one concern of Adams County resi-
dents.

Therefore, Betty and Tony had a dilemma. If they looked at the well-water quality
data strictly from an economic perspective, the data showed no apparant
problems; i.e., poor water quality did not seem to have caused loss of income,
jobs, or livestock. However, when considering potential health problems due to
the sharp increase in contamination, the data showed a serious problem. Environ-
mentally, the sharp increases in well contamination also showed that a serious
problem existed. Here was a case of whether the agents valued health highly
enough (a question for which no quantifiable answer is possible) to place the
trend of decreasing water quality over the apparent readiness for more farm
management help (a definite nead, if only economic values were considered). It
was in the comparison and interpretation in this experience that Betty and Tony
reached the conclusion that their values and those of others were as or more criti-
cal to analysis conclusions than the actual data on existing conditions.

When they considered survey data and all meetings, most people saw water
quality as a need. The force-field analysis of the six top priority problems resulted
in people identifying valid reasons for those problems. Many identified negative
and positive forces for poor water quality dependence on public support, lower-
quality education, low agricultural economic quality, determination of social
norms, and farm management problems. These were forces that people could
recognize. Most interestingly, they saw many of the problems as within their con-
trol, and cnes they pussibly could deal with. For instance, soil erosion, high com-
mercial nitrogen use, and poor well location relative to animal waste sterage were
causes of water contamination that coulr be solvad through education and further
understanding.
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Phase 12: Decide on
Interpretations and Conclusions

Full application of the situational ana-
lysis model requires decisions about
program goals and objectives, and about
action plans to attain those goals and ob-
jectives. Furthermore, the analysis of
observations, data, perceptions, and
measurements logically leads to priority
ranking of certain goals and objectives.
Thus, the decisionmaking process in this
model is a priority-sctting process. It
should result in 2 list of high-priority,
realistic goals or objectives that are based
on explicit criteria, valid data, logical
reasoning, and judgments that are under-
stood and supported by Extension’s
publics. [See Forest and Mulcahey
(1976) for elaboration on priority-setting
in Exiension. ]

Most decisionmaking and problen:-
solving models list a series of steps. In
the following decisionmaking process,
Stufflebeam et al. {1971), state what has
to happen if program decisions are to be
made:

Step 1. Identify the nature of the situa-
tion or problem.

Step 2. Identify alternatives, collect
data, and consult resources.

Step 3. Identify decision rules, values,
or standards for interpretation.

Step 4. Aralyzeand interpret the data.
Step 5. Make decisions and choices.

These five steps outline what needs to be
achieved in decisionmaking. However,
just as with the overall situational anal-
ysis model, experience and research
show that they are not necessarily linear
or in step-wise order. For instance, step
1 (the nature of the situation) will be-
come more focused and apparent as steps
2. 3, and 4 are applied. Regarding step 2
(clarifying values and collecting relevant
data), alternatives will surface as step 3 is
implemented. Step 3 (the seven value
orientations of the situational analysis
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model), if used from the beginning of the
process, can serve as the base for deriv-
ing more specific decision rules and
standards for analyzing and interpreting
data, even as early as step 1.

Borman (1969) reported empirical
studies that show small group analyses
and decisionmaking are not linear, ra-
tional, logical, and sequential processes.
As Extension educators work with
groups, organizations, communities, and
collections of people, the social and emo-
tional tones exemplified by varying value
orientations and personality styles come
into play. Decisions emerge cyciically in
small, task-oriented groups. Group mem-
bers approach a problem several times,
much as they might peel an onion, layer
by layer, to get beyond the superficial
layers and to the center of the problem.
Just as with peeling an onion, group par-
ticipants might become uncomfortable,
retreat, and return to the problem again.
In group situations, decisions sometimes
emerge by pressure, by accident, or be-
cause of interpersonal and role struggles.

Regardless of the order in which
decisionn.aking steps are addressed, con-
sequential choices, or decisions about
goals and objectives, must be based on
systematic situational analysis. [Note:
See Module 2: The Extension Educa-
tion Process for an extended discussion
of the fit or location of how situational
analysic leads to setting objectives within
the total program development process.]
These phases will occur in many ways
during situational analysis, as Extension
educators involve and work with their
publics. The degree of formality or infor-
mality and the order of performing these
steps will vary considerably.

Understanding the concepts about group
decisionmaking helps to reduce the im-
patience and frustration felt by intuitive
and judging personality types who are
likely to desire rational, linear, group
decisionmaking. It does not harnen.
Very often, data will already be col-
lected, and someone will recognize the
need to define more sharply the situation
to be explored. Judgments might start to

\
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surface when a perceiver personality sud-
denly states that some important data
have been missed, or that more informa-
tion is needed. Judgers and feelers might
be identifying values when a perceiver
recognizes a need to reclarify the focal
problem. However, justas decisionmak-
ing is not totally rational, neither is it
completely chaotic. The five steps in-
evitably will be addressed as groups
decide cn Extension program goals in
some form, level of corsciousness, or
order.

One other aspect of group decisionmak-
ing must be understood. Simon (1957)
refers to *‘satisficing’’ rather than maxi-
mizing or optimizing human and social
decisionmaking processes. Because
decisionmaking us.s resources and time
and prevents other tasks from being
done, instead of searching for the perfect
answer, decisionmakers should search
for the answer that best answers the ques-
tion, given all the practical considera-
tions.

In his discussion of research principles,
Kaplan (1964) makes essentially the
same point. Any analysis study car go
beyond its original purposes in the name
of validity and reliability. He calls this
“‘pointless precision.’’ This pointless
precision occurs, for instance, when the
Extension educator carries out a fully
detailed case analysis of individual
farms, when existing data, such as the

number of auctions, foreclosures, and
bankruptcies, would have **satisficed"’
his data needs. On the other hand, this
precision would be appropriate and prac-
tical, if the educator were working with a
farmer on specific concerns. Know the
purpose and focus of analysis to avoid
overkill.

These observations again imply that
Extension educators cannot collect or
analyze all possible data. Extension
educators must decide, act, and carry out
programs; they cannot stop the world
while an impossibly complete situational
analysis is conducted. Situational ana-
lysts must inquire, measure, analyze, and
interpret only up to the point at which
reasonable program decisions can be
made. They should not continue on and
on, endlessly.

Extension educators should conduct, in-
quire, observe, compare, analyze, and in-
terpret within their available time and
other responsibilities. Then, they should
get on with other business.

Peters and Waterman (1982), who
studied large successful companies, state
that successful organizations do not have
“‘analyses leading to paralysis.”” The
situational analysis model propo<~s a
broad understanding of the total com-
plexities and fluidity of the process in the

Adams County

Ann, Tony, and Betty faced many choices regarding which Adams County
problems had the highest priority and which could benefit from Extension
education programs. They continued to consider the answers to each survey
question as best they could, re.ative to the seven values and the four per-
spectives. They found that economic concerns had the highest priority
among state CES program leadership and specialists, clientele farmers, and
the larger Adams County community. In fact, Betty and Tony, themselves,
valued econcmic concerns, yet, they also personally valued environmental
and health concerns. Given the values, criteria, and data, their interpreta-
tions and conclusions on high-priority Extension programs for the next
5-year to 10-year period were the following:

1. Farm family financial management. Perceived as high priority by the Ex-
tension organization and by the communities and the farmers surveyed.

continued
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resource protection.

programs.

There appeared to be areadiness and motivation for this program and in-
dications that impact would be likely. Programs in this area would satis-
fice economic, social, psychological, educational, and political values.

2. Soil conservation. This program was supported by the environmental,
economic, political, social, and health values. People in the five com-
munities expressed much support for programs to protect natural resour-
ces. They were concerned with soil and water quality. It appeared that
readiness for this priority would depend on it being tied to natural

3. Well-water quality. This program, although not necessarily of immediate
economic concern, had long-term'implications for the future economy of
Adams County. The support for natural resource protection at the five
community meetings again supported well-water auality as a priority.
The environmental and social value (but particularly the health value)
orientations provided logical argument for this conclusion.

4. Farm stress. Farm stress is connected to the farm family financial
management priority. It was logically supported, particularly by the
psychological and health values. A natural readiness for a tarm stress
program existed, if it were tied into the farm financial management

belief that such understanding will lead
to a much more adaptive, analytical
process.

Phase 13: React and Reflect

At this point, the analysis leader(s)
should take the initiative to develop con-
clusions and analyses of findings, data,
and observations, and to write them on
paper to share with the larger group. The
chances of obtaining input and including
reactions and positive criticisms are in-
creased by this approach. Reactions from
others are weighed and reflected, and
lead to changes in the conclusions
originally stated. This approach of act-
react-adapt is an effective way of continu-
ing to involve one’s publics in the
analysis. It definitely happens in the sug-
gested advocacy analysis approach.

A second general experience can result
from the act-react-adapt approach, if an
analyzer writes up a report and leaves it
alone for a period of time. He or she
usually can come back to it as a more
neutral or objective analyzer; diccover

the errors in the conclusions; and
deveiop other, more appropriate, state-
ments. Thus, even if a person does not in-
volve others in the analysis, it still pays
to write down decisions and conclusions;
allow time for the analyses and con-
clusions to go cold; and, ultimately,
reflect cn them again. The quality of the
analysss will almost inevitably improve.
Following are some specific ways to in-
crease the reaction and reflection in
Phase 13:

1. Prepare the report in succinct, con-
cise, executive form and send it to a
panel of experts. Experts could represent
each of the seven value areas and could
be from each of the four perspectives.
Ask these experts such questions as (a)
Are the results accurate? (b) Are the
results consistent with analyses of other
situations? (c) Does their perspective or
orientation suggest other conclusions?
and, (d) Have the right assumptions and
criteria been used to interpret the
evidence?
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2. In list form, write down the con-
clusions and hand them out at a public
meeting to obtain public reactions. Invite
the participants to note their suggestions
or reactions on a card to be handed in.
Upon receiving the different anonymous
critiques, present them for group discus-
sion in an anonymous way, if people are
~eluciant to criticize publicly or openly
and make suggestions. Another version
of this approach is again to hand out the
list of major conclusions and recommen-
dations at a public meeting, then break
up the group into small buzz groups. Ask
each of the buzz groups to come up with
a list of five recommendations or changes
to the suggested list ot conclusions.

3. Prepare the analysis; list the key con-
clusions; and put the whole thing in the
*in’’ basket for a minimum of four
weeks. Mark the calendar as to the day it
should be picked up and looked at again.
The likelihood of other experiences creat-
ing new observations and new insights,

in the meantime, will be dramatically in-
creased, even ‘“you do not ask others to
look at the conclusions of the analysis.
Incorporate the conclusions and analysis
into news releases for both radio and
newspapers. State the conclusions and in-
vite the pubu. to write back, or to stop
by the Extension office to discuss them.

4., Develop the basic set >f recommenda-
tions and circulate them one week in ad-
vance of a retreat by the key leadership
of the analysis. This move obviously
vcould not be appropriate if an individual
were doing the analysis. However, it still
would be appropriate if the total county
staff, along with key members of the
Extension committee, were involved in
planning and designing the key ques-
tions. The retreat would allow the group
to get away from telephones and other
agendas and to deal wi.h just the key
recommendations and what further steps
need to be taken.

Adams County

Once having decided their list of top priorities for future programs in Adams
County and the reasons in support of their priority list (values and perspec-
tives), Ann, Tony, and Betty shared their analysis with others in several ways.
They oublished the top 20 priorities in their regular newspaper colurans fea-
tured in the Adams County Examiner, and in feature articles to the six local
newspapers in Adams County, along with pictures of the meetings and an ex-
planatior; of how they arrived at the list. The same news releasas were sent
to radio stations and TV outlets that cor er Adams County. They sent a brief,
three-pitge report to the survey .aspondents, the participants at the five com-
munity reetings, the county board members, County Extension committee
members, ciid the Extension specialists at the state level who helped them
plan the project. These specialists were important, because they would be
key resource peopie in providing the top priority programs for Adams County.

Included in the brief summary news releases and pamphlets were (1) the con-
clusions reached on top priorities; (2) support data for the conclusions; (3)
the reasons for the conclusions; (4) the values underlying each priority; (5)
the perspectives that supported the priority; and (6) the criteria, based on the
values that supporttt  conclusions.

In the news releases and in the cover letters to the pamphlets, the agents
asked people to reflect on the priorities and to react within two weeks on
whether or not they agreed with them. The reactions that came back basi-
cally supported the conclusions reached by the agents. However, the
general reaction was that the farm economy and the problems faced by
continued
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farrners and the businesses they worked with were of even higher priority,
and ner.d*d specific, intensi+e programs. After further thought, Tony and
Betty agrued tiiat thoi first priority would be farm and family financial
management programs, but the water quality would have te be aiong-term
program, if farming were to continue to remain a key part of Adams County.

Thase 14: Decide
on Learner Needs

After the major problems have been
determined for a community or for a tar-
get clientele group, the situational
analysis is not complete until the Exten-
sion educator determines what clientele
need to learn to solve or reduce the iden-
tified problems. To solve any problem,
the target clientele or specific target
groups within a community have to learn
or understand new ideas and modify their
attitudes and values. This second stage of
needs analysis is necessary to further
development of the program plan.

Learner nceds analysis can be performed
in a number of ways. The following are
some specific suggestions for Extension
educators on how to follow up and deter-
mine more specifically what learners
know now and where they are relative to
desired levels of learning:

1. Keep track of the level of questions

and understanding of those clientele who
call upen them for assistanc ™ * wvel
of understanding expressea ... .uents’
questicas invariably indicates levels of
knowledge, attitudes, and skills. By keep-
ing a systematic log of these information
requests, Extension educators will have
an excellent set of data to review later.

2. Prepare a checklist of important ideas
in the major problem area. determined
earlier. For example, in the area of water
quality, you might come up with the fol-
lowing list of concepts: (a) aquifers, (b)
manure storage effects on ground and
surface water, (c) livestock watering
practices, (d) household water uses, (e)
effect of water on wildlife, (f) effect of
water on livestock, (g) current chemical
contaminants of water, (h) nitrates and

bacteria, (i) exisiing well-testing results,
(j) geological formations, (k) oxidation
of lakes, (1) siltation of lakes and
streams, and (m) amount of soil loss in
categories 2 and 3 soils. Having con-
structed the list, Extension educators can
ask people which of these topics they
would like more information about. The
desire for information indicates a need to
understand more.

3. Prepare a list of current practices
being used by the target clientele group
and have them check off which practices
they are currently using. In the area of
water quality, the list might include such
items as (a) have tested wells, (b) proper
manure storage, (c) proper disposal of
pesticide containers. (d) proper applica-
tions of nitrogen o: fields, (e) proper pas-
turing of animals near surface waters,
and (f) proper installations of septic sys-
tems. Have potential clientele indicate
which practices they are or are not using,
or use the checklist as a guide to observa-
tions when visiting farms.

4. Have clientele look at the list of ideas
and indicate, on a scale, the degree to
which they believe they currently under-
stand those areas. The scale car range
from knowing very little about an item to
complete, practical knowledge of it. Al-
though clientele might not know exactly
what they need or could learn, how ade-
quate they believe they usually are is
very close to what the Extension edu-
cator needs to know.

5. Use well-constructed and sophisti-
cated knowledge tests. These tests can be
in the form of true-false, agree-disagree,
multiple choice, or cssay questions. It is
very likely, however, that learner groups
will rebel or reject these types of formal
assessments.

€8
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6. When groups gather for a program,
discuss any of the aforementioned lists
during he first one-half hour of the
program. Have people indicate what they
believe they know; what they are doing
or practicing; and their current attitudes.
Generally, this reque~t can resuit in an
excellent determination of their current
kn. ~ledge levels, thus allowing the Ex-
tension educator to build the remainder
of the meeting or program on the earlier
discussion. The discussion obviously will
be more stimulating and motivating, and
will help the Extension educator build the
program to fit people’s needs.

7. Organize the group at arranged meet-
ings into buzz groups to discuss key is-
sues, major concerns, and problem
areas. People can be given a case setting

or scenario in which there is a problem
(perhaps even using data collected in
Phase 107). Discuss the probleiu. People
can be asked to present a gro+p answer
about how they believe the roblem
should or could be resolved. The group
reports can and will illustrate people’s
knowledge and undersianding levels of
the current research available and exactly
where they are in undersianding the over-
ail problem or specific parts of it.

Regardless of the particular approach
usud to determine learner needs, Exten-
sion educator' should remember that the
analysis is not complete until they fin”
out what people need to learn. These
needs differ from the broader, more
general problems and needs identified up
to this point.

Adams County

Extension agents Betty and Tony determined what farmers needed to learn
on each of the top priorities by again reviewing the survey data and the com-
merits received at the community meetings. For instance, the survey data

from farmers showed:

Farmer Survey
Question F: Farm Practices Used

Use forage analysis to balance feed rations. 40%
Tested well water for bacteria and nitrates. 33%
Use laboratory soil tests for deciding fertilizer rates. 68%
Develop written, long-range farm plan. 33%
Developed or revised will. 26%
Use compu rized ration-balancing program. 12%
Improved on-farm pesticide storage facilities. 13%
Conducted a crop system economic analvsis. 15%
Conducted alivestock system economic analysis. 10%
Conducted a farm cash flow analysis. 20%
C. nducted a farm debt/asset analysis 62%
continued
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These data showed the agents what farmers had recently done or were cur-
rently doing. The data served as a bench mark for planning programs. They
also were good indicators of what farmers likely knew at this point, and
what types of farm management problems they needed to understand bet-
ter. The data also illustrated a level of awareness or attitude and whether or
not the farmers were ready for the program.

Phase 15: Set Learner Objectives

Once learner needs are determined, the
next step is to state the objectives. Forest
etal. (1986, p. 26) dcfine objectives as
follows:

Objective(s) state the intended changes in
individuals, client groups, or communitics
as a result of Extension programs. They
are not lists of activities, methods, events,
media, number of participants or enroll-
ments, or Extension in-house preparation,
All . .. [the latter] are ways 10 achieve ob-
jectives. Clear and specific objectives:

1. Are derived directly from the problems
and gaps documented in the . . . [situation-
al analysis];

2. Communicate, and thus build coopera-
tion and teamwork;

3. Guide selection of methods and ex-
peniences to resolve problems;

4. Indicate what can be measured to deter-
mine program results or outcomes; {and]

5. Are consistent with estimated results or
impacts identified in the major program
plan[s].

Objectives that are based on effective
situational analys's vill be realistic and
achievable. Nonetheless, Extension
educators might warit to list all possible
learning objectives, given the assessment
of learning needs, and then determine
which one- 1o give priority. Those most
central to solving the high-priority

probi :m need attention first.

Also, be sure to include, in the objec-
tives, content that can be measured. As
discussed under ** Assessing Learning
Needs,”’ the learning object:  will be
in t-vms of knowledge to be learned,
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practices cr skills to be adopted, attitudes
tc be changed, or end results to be

a. ieved by the target clientele. The fol-
lc ving is a good checklist for whether or
not people’s objectives will be us:ful for
their program planning: (Forest et al.,
‘986, p. 42):

1. Relate directly to need/problem/oppor-
tunity summarized in . . . [the situational
statement].

2. Fit the broader priorities and goals of
Extension and the community.

3. Identify what specific clientele will ac-
complish or improve.

4. Specify desired levels of clientele
knowtedge or practice.

5. Reflect realistic expectat.ons for clien-
tele, given time and resources avai'able.

6. Describe the expected program sesults
on targeted clientele in measurabl: terms.

7. < rovide directions for type, design, and
sequence of I~arning experiences needed
in . .. [the major program plan]. . . .

8. Commuunicate clearly to others.
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‘ Adams County

Based on their conclusions of high priorities, problems, and cencerns, Tony
and Betty developed two levels of intended outcomes for their programs.
First, they developed and wrote the general outcomes in the form of goals:

1.To increase participating farm family profits by 20 percent through farm
financial management educational programs.

2.To reduce stress among Adams County farin families.

3. To increase the practice of farm houszhold budgeting and record keep-
ing by 30 percent by the year 2000.

4.To increase the nurnber of farm families with long-range financial plans
by 30 percent.

5.To reduce the number of nitrate and coliform-polluted farm wells by 50
percent by the year 2000.

Once they were clear in their own minds what general outcomes they
desired, the :xtension agents identified and wrote more specific outcomes
that, if achieved, would aid in achieving the more general outcomes. These
more specific outcomes were learning objectives. The learning objectives
specified what the learners were expected to learn; i.e., what behaviors
learner clients were expected to change by participating in the programs. Ir:-
‘ cluded inthe learning objectives were specific impact indicators. Impact in-
dicators are those specific behaviors that can be measured to reflect
whether or not the farmers changed their behaviors due to the educational
programs.

The learning objectives were set up as follows:

1. To increase the knowledge of farm business debt/asset analysis by par-
ticipating farm families.

2. Toincrease the knowledge of long-range financial goal and action plan-
ning.

3.Toincrease the knowledge of estate-planning practices such as wills, in-
surance, and investments.

4.To increase the know!edge of groundwater quality.

5.To increase the knowledge of causes of well water, creek, and lake pollu-
tion.

. o |
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Phase 16: Revise and Prepare
Written Report

Certainly, good situational analysis
results in major program plans, four-year
plans of work, and many high-priority
Sxtension programs. The plans of work
and annual planning statements are,
therefore, what commanicate analysis
results. However, tnere are good reasons
to suggest that a person consider other
means of communicating the analysis
resilts to others. A good, brief summary
of the situational analysis results, in
booklet form, is a good idea. A 6- to 10-
page booklet, in which the steps of the
process, the reasoning, the data used, the
observations, and the basis for final con-
clusions an4 decisions are briefly stated
will enhance public support of Exten-
sion. This booklet can be shared with
everyone involved in the situational
analysis. A list of 10 or 20 key findings
and conclusions (that will be the basis for
future Extension prog.ams) will go a
long way toward building public support
for Extension programs. Following are a
rumber cf more specific ways to com-
municate the analysis results:

Consider who the decisionmakers and
stakeholders are: (1) County Extension
committee; (2) county boa~d; (3) univer-
sity and Extension administrators; (4)
key members of county support groups;
(5) state'wide advisory councils; (6) Ex-
tension educators who can provide sup-
port; (7) all Extension educators who are
responsible for the major specific
programs; (8) Extension district direc-
tors; (9) other agencies and governmen-
tal departments (10) key clientele; (11)
funders, both private and public; and the
(12) general public. All of these are poten-
tial users of an Extension educator’s
situational analysis results. They are the
audiences the educator needs to consider
when putting the repo:t together.

Decide what these stak *holders wish to
know and why. Are these people moti-
vated by economics? Are they stimulated
by concerns for the environment? Are
they oriented to health concerns? Arc
they concerned about the general welfare

of all groups in society? Are they politi-
cally motivated? Are they concerned
about the educationat systems of the com-
munity? Are they concerned about the in-
dividual freedom and self-direction of
people in the community?

As can be seen, once again we are ba £
to value orientations. Each ofthese
values suggests reasons or underlying
motivations about why different people
are interested in situational analysis
results. It is important to know these
reasons. Previous community studies
have shown that community ieaders and
clientele groups vary as to how important
they think each of these different areas is.

Extension educators should know their
stakeholders before putting a repert
together. As Extension educators con-
sider the stakeholders and what they wish
to know, they should consider the follow-
ing principles in putting together their
reports:

® The reports are issie or problem-
centered, and fc:cus on important com-
munity problems.

® They are simple, brief, and get to the
point quickly.

® They are sliort aad easily read within
a few minutes.

® The reports are multisensory. They
use the printed, oral, and visual senses
as much as possiuse.

® They are direct. The reporis do not al-
lude to problems. In fact, they specifi-
cally and explicitly state what the
conclusions are and where the next
steps are, based on the analysis.

® The reports are descriptive. They
present an zctual and factua! basis of
what the situation is.

® The reports are graphically prepared
and illustrated. People are more easily
able to understand pictures, graphs,
and diagrams than large charts of cata.
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® The reports are action-oriented. Fu-
ture steps are stated.

® The reports are related to the targeted
readers’ roles and responsibilities. An
appeal is made to their responsibilities
and how, given their roles, they can
involve themselves more actively in
Extension programs.

Putting reports together that are targeted
toward specific readers and based Hn
their values and motivations vill build
support among Extension’s publ cs.

Adams County

The Adams County Extension staff had to develop their four-year plan of
work, which incluzied the major programs related to agricu'ture that they
would emphasize. They also had to develop annual plans of action for each
major program. However, these were internal, Extension organizational
tools. What was needed, in addition, were other, more publicly useful
media. They selected and prepared the following:

1. About 2,000 copies of a short bulletin on the situational analysis process
and results. They called it Adams County Tomorrow: This bulletin was:

¢ Eight pages short;
¢ Multicolored;

¢ lllustrated with bar and pie g.aphs and photographs of farms, creeks,
lakes, and wells;

* Emphasized goals, next steps, and actions, nct the procss or data;
and

¢ Had follow-up actions for readers of the hulletin.

The bulletin was mailed to survey respondents, the County Extension com-
mittee, meeting attendees, and clients.

2. A series of five-minute radio broadcasts to be given over a two-month
perioc.

3. Newspaper feature articles about water and farm needs, with
photographs of leaders, clientele, and people.

[ B Y
[
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Unit lil. Reflections on
the Situationa! Analysis
Model

The 16 phases and the accompanying
Adams County case study were designed
to give a deeper understanding of con-
cepts to consider in doing practical situa-
tional analyses. Several other general
ideas and approaches might put the entire
process into sharper focus. Extension
educators are urged to consider the fol-
lowing recommendations.

Recommendation 1. Study, know, and
understand the total model, its phases,
and the relationships among the phases.
A *‘Catch-22"’ exists in that a perscn has
to know knowledge to be able to apply
knowledge. But, for some knowledge
types, experience is how the person can
best come to know the knowledge.

People will understand the model better
by practicing or experiencing it. Exten-
sion educators will come to know and
understand the model in varying degrees,
depending on their learning styles. There-
fore, no single, correct way exists to
learn or implement this situational
analysis model.

Recommendation 2. Consider, know,
and .eflect on the 16 phases of the model
and their key concepts. A full under-
standing of the four perspectives—
society and community, the Extension
organization, the clientele, and profes-
sional self-perspective—and their pur-
poses in analysis is importa.t. To use any
conceptual framework requires knowing
its importance and its purpose. The seven
value orientations—economic, educa-
tion, environmental, health, political,
psychological, and social—are a basis for
setting criteria that, in turn, become a
basis for interpretation and meaning.
Thus, knowing the nature of values and
their central role in people’s behavior,
perceptions, interactions, and logical
deduction and thinking are important.
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Recommendation 3. Strive to deal log:-
cally with abstract ideas within situa-
tions, regardless of personality type.
increased Extension accountability re-
quires documentation and reasons for
program decisions. Extension educators
should be able to proceed deductively
from a basic value, assumption, or
perspective, to a second premise, such as
an observation or fact, and then to reach
logical, deductive conclusions about
problems or program goals.

The meaning and interpretation. of facts,
details, data, and observations can come
only through relating them to other
reference points, such as the values from
the four perspectives, or various and
specific publics and their views and value
orientations. Data and observations will
remain abstract artifacts and meaningless
numbers or observations, unless they are
related in some way to experientially
anchored values or criteria. Reasoning
and logic, therefore, are crucial w apply-
ing this model.

Recommendation 4. Know the various
planning documents, laws, and traditions
of the Extension institution itself. The
long-range planning statements and na-
tional, state, and county priority goals
provide a basic knowledge and under-
standing of situational analysis.

Recommendation 5. Extension edu-
cators need to clarify and understand
their own value orientations and
priorities among the seven values. They
must know whether or not education is
more ir.:portant to them than health con-
cerns, if such a choice has to be made.
They must knov, in their own minds,
whether or nct economics is the basic un-
derlying reason to the health, environ-
ment, or the political well-being of
communities.

Certainly, exceptions will be made in any
new, uncertain, and nonroutine situation.
However, Extension educators cannot
deal with these exceptions if they are not,
first of all, ¢i -ar in their minds about
their own value systems and priorities.
Instantaneous judgments can be made
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more easily, consistently, and credibly if
. people have clear pictures of their own
basic values and goals.

Recommendation 6. Extension edu-
cators should know their personality
styles. They should know clearly
whether they tend to think rationally or
emotionally. They also should strive to
know whether they use intuition or facts
to interpret what they are observing.
They muse know whether or not they
tend to involve others easily in their ac-
tivities. Finally, they must know whether
they are judging and decision-oriented
people or perceptive and adaptive people.

Recommendation 7. Extension edu-
cators should know what it means to in-
volve someone else fully in their
situational analysis activities. Having
people attend meetings is not necessarily
the same as having them fully and
psychologically involved, committed,
and supportive of the program.

Recommendation 8. Extension edu-

. cators should know which techniques fit
the publics’ preferences, and which ones
do not.

To summarize, in the many situations
that an Extension educator experiences,
the situational analysis model will have
to be adapted to the r- .. _lar situation.
The foregoing eight recommendations
mean an Extension educator will not
necessarily use tins model in the sequen-
tial order suggested, or apply it totally in
all situations. When a farmer, youth
leader, government official, or Home-
maker Club member comes into the
County Extension offic= and lays out his
or her immediate personal situation, the
Extension educator must react instan-
taneously. How well he or she reacts to
those immediate and small personal situa-
tions says as much for Extension’s future
credibility as it does for applying the total
~ituational analysis model to long-range
planning. Again, these suggestions imply
that Extension educators must know the
model and understand it, if they are to
o adapt it successfully to real situation:..

O

Someone once said that intelligence is
knowing something, and wisdom is
knowing when and how to use it. Good
luck in pursuit of that wisdom!
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Bibliography

General Program
Development and Purpose

Boone, Edger J. 1985. Developing
Programs in Adult Education.
Englewood Cliffs, N.J.: Prentice-Hall,
Inc.

The book is a good background reference
on the concepts of program development
for Extension. It contains a good review
of major writings on program develop-
ment a:d adult education assumptions.
Boone particularly gives an extensive
treatment to planning and the correspond-
ing tasks to be performed by Extension
educators. Within this planning section
are excellent discussions of linkage with
Extension publics, needs assessment,
analysis of publics and their social sys-
tems, and mapping of those publics and
their social patterns. Mapping of such
functional subpublics as political, eco-
nomic, communications, educational,
recreational, support services, sucial con-
tro' -eligion, and the environrental/
physicai is presented. Also discussed are
leadership analysis, cultural analysis,
and needs analysis, with the purposes
being to establish effective adult or Ex-
tension education programs.

Boyle, Patrick G. 1981. Planning Bet-
ter Progranis.t w York: McGraw-
Hill Book Company, Inc.

In this book, Boyle integrates theory,
analysis, and practice, while focusing on
15 concepts essential to program develop-
ment, along with situational analysis. He
discusses and illustrates: philosophy,
change, role, needs, involvement,
decisionmaking, support, priorities, in-
structional design, objectives, resources,
program value, and communications.
Boyle also discusses clientele analy'sis
and community analysis as key parts to
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needs identification. One ci.nnot help but
benefit when reading the book for a
broader understandmg of the concepts un-
derlying the purposes and use of situa-
tional analysis.

Forest, Laverne B., Connie McKenna,
and Jane Donovan. 1986. Connec-
tions: A ““How-to’’ Handbook for
Developing Extension Long-Range
Plans and Major Programs. Coopera-
tive Extension Service, University of
Wisconsin-Madison.

This practi~1l handbook is written
specifically for Extension professionals
whc are responsible for developing and
writing major program plans. The easy-
to-read book has examples, cartoons, and
testimony. The authors encourage the
reader, inearly pages, to decide which of
the four sections is a good place to start.
In the ‘*Plans and Programs: What and
Why"’ section, terms are defined and the
need for planning at national, state, and
local levels is explained. In the section,
*‘Developing a Long-Range Plan,”’ six
phases are described: (1) identifying a
core planning team, (2) developing a
plan for planning, (3) using existing in-
formation, (4) involving lay citizens, (5)
determining high priorities, and (6) com-
municating and using decisions. The sec-
tion, *‘Developing the Major Program,”’
includes situation description, objec-
tives, action plans, and evaluation. ‘‘Pre-
paring the Major Program Plan Form®’
contains an actuai example of a major
program plan. Examples of situation
statements, a criteria checklist of neces-
sary information, work questions, and
further references help orient the reader.

Houle, Cyril O. 1972, The Design of
Education. San Francisco: Jossey-
Bass, Publishers.

This is a theoretical adult education
planning book. Houle presents 11
“*situations’" to which adult education
programs need to respond. None of these
situations are described interms of
needs, resources, and constraints.
Rather, they are institutional settings.

Working With Our Publics © Module 4: Situatior al Analysis ¢ Sourcebook




S

The situat:ons are: independent study,
tutorial teaching, learning group, teacher-
directed group instruction, commiittee-
guided group learning, collaborative
group education, creating c-ucational
groups, designing new institutional for-
mats, designing new activities in estab-
lished formats. ollaborative institutional
planning, and inass education. Although
not entirely applicable to County Exten-
sion programs, enough ideas are here to
make it a worthwhile study.

Johnson, Donald, Larry R. Miller,
Lorna Miller, and Gene Summers
(eds.). 1987. Needs Assessment,
Theor: , and Methods. Ames: Towa
State University Press.

The authors examine the political and so-
cial contexts of needs assessment, U.S.
experiences, and international experi-
ences. Covered in this are edited essays
on underlying principles, such as demo-
cratic governance, strategies and ap-
proaches, models, intervention, political
p1ocesses, mass communication roles,
surveys, use of secondary data, action re-
search, and application guidelines. This
is a good, overall text on ideas for further
understanding a key purpose of situation-
al analysis and how to do it.

Tyler, Ralph W. 1950. Basic Prin-
ciples of Curriculum and Instruction.
Chicago, Ill.: University of Chicago
Press. (Paverback).

The chapter, **What Purposes Should the
School Szek?’’ contains many old but
good ideas that are transferable to Exten-
sion. The basic idea in goal setting, ac-
cording to Tyler, is to be clear about
what clientele are going to be able to do,
learn, and change, and to what extent
there is to be successful impact. Tyler
was one of the first to say educational
needs and objectives come from society,
subject matter, learners, philosophy, and
educational psychology. To analyze the
communities, he suggests the categories
of health, family, recreation, vocations,
religion, consumption, and civic. We
would be wise to reread this book a few
more times.

Preparation Phases

Apps, Jerold W. 1985. Improving
Practice in Continuing Education. San
Francisco: Jossey-Bass, Publishers.

This book is different—for Extension
program situation analyzers. The context
is easy to read, but it raiset the big philo-
sophical questions. It challenges. 1t
makes you think about questions you had
not thought about, or questions you had
considered but did not want to think
about. Apps presents a process for doing
acritical analysis ~f one’s practice, an
analytical framewo. .., and many good
examples to show the implicat:ons of the
analytical process. He suggests the
learner, the subject matter. the goals, and
the teaching methods should be deter-
mined. He also raises the ‘‘age-old”’
questions: **What should be tacght?*’
*“Who decides?’” and ‘‘How is it
decided?”” Read this book for back-
ground. Do not wait to read it at the mo-
ment you are conducting your meetings.

Extension in Transition: Bridging the
Gap Between Vision and Reality.
1987. Report of the Futures Task
Force to the Extension Committee on
Organization and Policy. Blacksburg:
Cooperative Extension Service, Vir-
ginia Polytechnic Institute and State
University.

In 1987, ECOP appointed an 18-member
task force to study Extension’s future.
The task force, chaired bv Mitchell Geas-
ler, interviewed 54 people at 5 different
hearings across the nation. From testi-
mony at these hearings, the task force
came up with 32 recommendations on ths
following: mission and vision, issue-
oriented programs, anticipatory planning
for the future, interdisciplinary and multi-
value programs, flexibility in staffing
and funding, staff development, and
program methods. The report is good
background reading for understanding
the Extension organization and com-
munity perspectives.
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Hersey, Paul. 1384. The Situational
Leader. New York: Warner Books,
Inc.

Here is help for Extension staff on maxi-
mizing their potential as leaders and
managers when involving others, i.e.,
their pus lics. Hersey provides a descrip-
tion of relationship behavior and task
typo'ogies, and suggests assessing situa-
tions to know what leadership is needed
in what situation(s). Leadership effective-
ness, depending as it does on knowing
the environment and how the leaders and
others interact with the environment,
means once an assessment of willingness
and ability is completed, a leader selects
an appropriate style to fit. Diagnostic or
analytical ability thus becomes para-
mnount as a leader selects from (1) delc-
gating, (2) participating, (3Vselling, or
(4) telling. Check this book out for more
on an important part of understanding the
effects of personality (yours and others)
on program situational analysis.

Hogan, Craig, and David Champagne.
1985. Personal Style Inventory and
Training Guide: Organizational
Design and Development. Privately
published. Bryn Mawr, Pennsylvania.

This guide contains an inventory that we
are suggesting, if you have not used one.
The guide is brief, simple, easy, valid,
and reliable. The discussion ir our situa-
tional analysis model might tend to
repeat much of what the authors say. Ac-
cording to these authors, the purposes of
knowing one’s personality style are tc un-
derstand differences: be more tolerant of
differences; understand how differences
create conflict; and discover ways of
overcoming personal weaknesses and
maximizing strengths. Those are exactly
our teasons for including personality
style as a key dimension in our situa-
tional analysis model. T%e Guide also
provides more assistance to the leader/
instructor of this situational analysis
iodule on teaching others.
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Jung, G.G. 1921. Psychological
Types. Princeton, N.J.: Princeton
University Press.

Perhaps here is more than the average
r-ader wants. However, for those who
want a much deeper understarding of the
psychological types discussed by Myers,
Briggs, Kiersey, Bates, Hogan, and
others, here is *‘the’’ source for the
origins, concepts, and rationale of the
theory. This author discusses the
problems of types in classical 2nd
medieval thought, in poetry, and in
modern philosophy. Then, ina major
chapter, Jung describes the types accord-
ing to each of the general categories;
i.e., the extraverted type and the intro-
verted type. As indicated, the reader will
not find practical application and implica-
tions for program planning, situational
analy'sis, or objective scuing, but the in-
tellectually curious have a gold mine
here.

Kiersey, David, and Mariiyn Bates.
1984, Please Understand Me: Charac-
ter and Temperament Types. Del
Mar, Calif.: Prometheus Nemesis
Book Company.

1 ris is another of those books designed
to nelp people understand and make con-
sequential use of the Jung psycnological
types. The book coitains a Temperament
Sorter for self-assessment un the 4 per-
sonality continuums and 16 types. A
portrait of each of the 16 types is in the
Appendix. If the reader is interested in
the temperaments and children, or
mating, or leading, special chapters are
available. Each of the 16 types has been
given a ‘‘name,’” and rhese would be of
interest, although they could tend to
stereotype too much. For instance, the
INTJ is a scienti-t, the ENFP is a jour-
nalist, the ESTJ is the administrator, the
ESTP is the promoter, and the INFJ, the
author. But why not read it, and you
decide?
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Lawrence, Gordon. 1984. People
Types and Tiger Stripes: A Practical
Guide to Learning Styles. 2nd ed.
Gainesville, Fla.: The Center for Ap-
plications of Psychological Types, Inc.

This small, easy-to-read book is the
popular version of the Jung personality
type theory. Gordon explains clearly the
perceiving functions of sensing and intui-
tion, the judgment functions of thinking
and feeling, the extraversion ard intro-
version orientations, and the judging and
perceiving attitudes. He also goes into
what differerces each of the 16 resulting
personality types have on instruction,
planning, and relating to and involving
others in groups and learning experien-
ces. There is a mix of people tendencies;
for instance, some tend to be practical
harmonizers, while others are imnagina-
tive harmonizers; some are inquisitive
analyzers, others are practical unalyzers;
some are people-oriented innovators, and
others are logical innovators; and some
are analytical managers of acts, and
others are sympathetic managers of fac-
tors. All of these types and others make a
difference in how one approaches a situa-
tional analysis task or how an Extension
agent might effectively involve others in
the situational analysis. Also, on the plus
side are ideas and checklists on how to
observe what types other people tend to
be, so Extension professionals can
become more skilled at knowing them-
selves and others, and adjusting accord-

ingly.

Myers, Isabel, and Peter Myers. 1980.
Gifts Differing. Palo Alto, Czlif.:
Consulting Psychologists Press.

This book is already in its eighth print-
ing, which says something about its
value. It is popular, readable, and can
coinmunicate the meaning of the Jung
and Myers-Briggs Personality Styles.
The authors explain, in easy-to-
understand language, the reasons for per-
sonality differences. Then, more impor-
tantly, they discuss the effects of the 16
combinations of preferences on person-
ality. Even more importantly, they dis-
cuss the practical implications of

personality type on life. They discuss
how opposites can benefit one another
and how occupations are affected. The
latter present siich implications as:
thinkers are ~10re analytically oriented;
extroverts like to have people around;
feeling types tend to respond to people’s
values; sensing types arc patient with
details; intuitive types like solving new
problems; judging types make decisions;
and perceptive types adapt well to chang-
ing situations. All of these are charac-
teristics of good situational analyzers, yet
come from different types. Can we use
all people in the process? That is cer-
tainly an implication.

Pirsig, Robert. 1974. Zen and the Art
of Motorcycle Maintenar, Tew
York: Bantam Books.

This is another classic. Preparing for
situational analysis is a good excuse to
read or reread it. It is Pirsig’s story of
how he searched for the true meaning of
““‘quality.”’ He found it to be a combina-
tion of science and art, or logic and im-
agination, or mechanics and aesthetics.
Put into Extei.sion terms, quality pro-
grams are, therefore, not what is techni-
cally possible or what visionaries dream
about. Rather, quality is a combination,
and all Extension professionals should
search their values and philosophical
beliefs about what priority values, needs.
and goals to pursue in Extension. Most
situations will be as meaningless as they
were to Pirsig, until Extension profes-
sionals know their basic values and
goals. Pirsig speaks to several dimen-
sions of the situational analysis ntodel,
including values and personality effects.

Implementation Phases

Cole, Jacquelyn M., and Maurice F.
Cole. 1983. Advisory Councils: A
Theoretical and Practical Guide for
Program Planners. Englewood Cliffs,
N. J.: Prentice-Hall, Inc.

These Florida Extension people picked a
hot topic on which to write in 1983, Al-
most anyone in Extension would agree

73

Working With Our Publics ® Module 4: Situational Analysis * Sourcebook

]

73




that we need more effective ways of or-
ganizing and working with standing and
ad hoc citizen committee groups to iden-
tify needs, resources, obstacles, and
trends for programs. The authors discuss
social systems, linkage, group growth,
communication, and decisionmaking.
Connecting council work to program
decisions and objectives also is covered.

Creighton, James L. 1981. The Public
Involvement Manual. Cambridge,
Mass.: Abt Books.

In this manual, Creighton provides
guidance in designing and conducting
rablic involvement programs. Strategies
to reach the relevant public, suggestions
for structure of public meetings, work-
shops and media contacts, including ad-
vice for conflict management and an
overview of other public involvement
techniques are presented. The author
presents examples of public involvement
alternatives and issues te be considered,
rather than specific prescriptions.

Delbecq, Andre L., Andrew H. Van de
Ven, and David H. Gustafson. 1975.
Group Techniques for Program Plan-
ning: A Guide to Nominal Group and
Delphi Processes. Glenview, Ill.:
Scott, Foresman and Company.

This is the book for a description con-
cept and procedures for the now proven
nominal group technique. The model has
been successfully u- .d in all Extension
program areas and in many settings. It is
difficult to resist providing all the details
here, because of its success. But perhaps
the six basic steps will be enough to in-
trigue you if you are not one of those for-
tunate to have used the technique: (1)
silent generation of ideas, (2) round-
robin recording, (3) discussion and
clarification, (4) preliminary vote, (5)
discussion, and (6) final vote.

How is that for a simple way to identify
needs? You are right! The technique does
have a f.w weaknesses, such as repre-
sentativeness of community, documenta-
tion, and getting at the causes of

&0

problems. However, learn more about
this technique and use it to complement
others.

Dillman, Don A. 1978. Mail and
Telephone Surveys: The Total Design
Method. New York: John Wiley and
Sons, Inc.

This book has become a standard against
which other survey books are compared.
When the author cites example after ex-
ample of survey return rates of 75 per-
cent or higher, how can one argue with
success? Furthermore, the returns are
valid and retiable. As the title implies, no
one method will achieve high return,

va 'd surveys by phone and mail; all fac-
tors and details have to work together.
The author gives step-by-step details on
how to use these many factors in putting
together an approach, and the details of a
mailed questionnaire or telephone inter-
view. You also will like the specific
discussion on wording problems, pach-
aging, formating, mailing, graphics,
pretesting, sampling, length, and other
topics. It is our belief that a beginning
knowledge of social surveys will be suffi-
cient for you to benefit from this book.

Extensionin the ’80s: A Perspective
for the Future of the Cooperative Ex-
tension Service. 1983. Joint USDA-
NASULGC Committee on the Future
of Cooperative Extension. Madisen:
Program Development and Evalua-
tion, Cooperative Extension Service,
Yniversity of Wisconsin-Madison.

A blue ribbon committee, co-chaired by
Daniel Aldrich »~3 Raymond Lett,
reported on major issues in 1983. They
concluded Cooperative Extension’s mis-
sion has been and still is education. in ac-
cordance with the Smith-Lever Act—to
diffuse among people useful and practi-
cal information through demonstrations,
publications, and instruction. Th= Com-
mittee identified significant changes that
have occurred over the past decade, such
as: family, specialization, computers, oc-
cupations, government roles, health
care, land and water uses, foreign trade,
media, knowledge vase, and learniig
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modes of the public. Based on their
analysis, the committee recommended
emphasis in the next decade on agricul-
ture, natural resources, community and
small business, home economics, 4-H,
and international work. They said
partnerships with all partners nezded
strengthening; that CES needed more
creativity in its educational methods and
stronger accountability. This report con-
tains much more, and is worth reviewing
before setting specific future priorities.

Forest, Laverne B., and Sheila Mul-
cahy. 1976. First Things First:
Priority Setting in Extension.
Madison: Division of Program and
Staff Development, University of Wis-
consin- Extension.

This ligh. and entertaining training pack-
age on priority setting includes two
audiotape/slide shows featuring Sir Will
Intention from the Land of P (Program
Planning, with people participation)
counseling Harry, a County Extension
Agricvltural Agent, on sorting throvgh
problems. The first slide series defines
priority setting, deciding on what goals
and actions are most important now, and
why Extension professionals have to
practice it: (1) changing needs, (2) pre-
venting crises, (3) building credibility,
(4) making work easier, and (5) allocat-
ing resources.

The second slide series is focused on the
six steps to more effective priority set-
ting: (1) understanding the situations by
knowing the differences between goals
and actions, and knowing that situations
have four sources of influence (com-
munity, Extension, clientele, and the
agent self); (2) identifying and knowing
alternatives; (3) identifying and knowing
criteria for judging; (4) matching and
comparing alternatives and criteria; (5)
reflecting on priorities; and (6) com-
mitment, communicating, and using
decisions for more effective programs.

Hyman, Herbert H. 1972. Secondary
Analysis of Sample Surveys: Prin-

ciples, Procedures, and Potentialities.
New York: John Wiley and Sons, Inc.

This book provides a comprehensive
description of the methods and applica-
tions of secondary data analysis.
Hyman’s systematic review of secondary
data practices is relevant to the sociol-
ogist, social psychologist, political scien-
tist, both researcher and student, through
providing lists of research designs,
sources of data, and detailed case

studies. The author emphasizes the rich
sources of knowledge gained from 35
years of data gathering, which are now
accessible to social scientists through spe-
cialized archives. An exhaustive bibliog-
raphy and analytic table of contents offer
easy reference.

Jackson, Kate, and Saralei Farner.
1976. Community Needs and Re-
sources Assessment Guidebook.
Washington, D.C.: National Center
for Voluntary Action.

Based on a comparison among a number
of different approaches to community
needs and resource assessment (CNRA),
the anthors suggest that CNRAs may
wish to consider: (1) having the com-
munity devise their own assessment
model that is adapted to the needs and
realities of their own community; (2)
having as wide citizen participation and
review as practicable (*‘involvement of
citizens has direct bearing on the interest
of the citizens’’); (3) that to have data
which ‘‘makes sense,’” there should be
voth objective (quantitative) and subjec-
tive (qualitative) information about needs
and services; and (4) that popular sup-
port, or ‘“citizen clout,’’ for a survey
effort comes from reputation, repre-
sentation, and optimum sponsorship. The
document also contains many excellent
precautions to consider in the CNRA
process, as well as a useful example of a
topically comprehensive survey instru-
ment and community resource inventory
checklist.

&9]
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Katz, Daniel, and Robert L. Kahn.

1966. The Social Psychology of Or-

ganizations, New York: John Wiley
and Sons, Inc.

This book approaches *‘classic’’ status.
It is an excellent reader on understanding
an organization like Extension as a social
institution, as well as other organizations
and publics to whom Exiension relates.
Conceplts, such as systems, power,
authority, communication, leadership,
poiicy, decisionmaking, and change, are
discussed in the context of complex or-
ganizations. The development of organ-
izations and how they can be effective
should be interesting to Extension profes-
sionals. A key chapter, however, is the
one in which an organization is explained
as a set or system of interdependent and
interacting roles, with role senders and
role receivers. The dynamics, as ex-
plained, show why Extension agents
sometimes are frustrated at receiving
many conflicting role signals, and not
being able to determine which is the cor-
rect role. The four-perspectives notion
used in developing this situational
analysis model is bas~d on these basic,
social psychological principles and role
theory, making this book good back-
ground reading.

Katzer, Jeffrey, Kenneth Cook, and
Wayne Crouch. 1982. Evaluating In-
formation: A Guide for Users of Social
Science Research. 2nd ed. Reading,
Mass.: Addison-Wesley Publishing
Company.

This is an interesting book, if you are
particularly interested in evaluating and
knowing the utility of other existing re-
search, studies, data, and findings for
your own situation. The authors dis-
cuss what ‘‘*knowing’’ is in easy-to-
understand ways. They discuss the
nature of error in rescarch findings and
whether or not information is factually
accurate. The most useful chapter is the
one on what is useful in information. The
authors discuss the generality of other
data and being practical. In the latter part
of the book, they also discuss how to
evaluate other research against certain

criteria. If you are thinking of using exist-
ing data, consider checking into this
book.

Koberg, Don, and Jim Bagnall. 1974,
The Universal Traveler: A Guide to
Creativity, Problem Solving, and the
Process of Reaching Goals. Los Altos,
Calif.: Wiltiam Kauffman, Inc.

Here is a fun book. The authors stress
creativity, imagination, and flexibility on
reaching one’s destination: these are the
unstructured parts of our situational
analysis model. For instance, cultivate
these five learnable attributes of creative
people: freedom from pride, belief in
one’s ability, constructive discontent,
wholeness, and ability to escape from
habit. At the same time, develop your
logic, which is: a basis, guide, structure,
a priori, real, a basic scientific method,
organizational, and is in flux. This bcok
will help you expand your thinking on
our situational analysis moael.

Kotter, Philip. 1982. Marketing for
Non-Profit Organizations. 2nd ed.
Englewood Cliffs, N.J.: Prentice-Hall,
Inc.

According to Kotter, marketing is the ef-
fective management by an organization
of its exchange relanons with its various
markets and publics. A university oper-
ates in student, faculty, donor, public
opinion, and support markets. Kotter dis-
cusses concepts, such as market segmen-
tation, market positioning, narketing
mix, channels of disiribution, and logisti-
cal systems, as ways to organize the
analysis for nonprofit groups like Exten-
sion. He also redefines terms, such as
product, price, promotion, and distribu-
tion, so they arc more relevant. The
book’s six sections are: (1) Understand-
ing Marketing, (2) Organizing Market-
ing, (3) Analyzing Opporturiiies,

(4) Planning the Mix, (5) Attracting
Resources, and (6) Adapting. All are
relevant to how Extension can reanalyze
its situation relative to its target clientele
and add to Extension’s already well-
stocked toolbox of planning and program
development.
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Kreitlow, Burton W. (ed.). 1981. Ex-
amining Controversies in Aduit Educa-
tion. San Francisco: Jossey-Bass,
Publishers.

Kreitlow 2xamines 10 critical issues that
tace adult education by means of two
authors advocating an opposite viewpoint
on each of the 1. For instance, Forest
and Deshler ar,..c the merits of whether
or not goals should be set at the local
level. Even and Healy argue whether or
not we sheuld intervene at all in social
reconst.uction. Moore and Fellenz dis-
cuss whether or not the federal govern-
ment should have a major lead role; and,
to conclude, Boshier raises issues to con-
sider for the future. Certainly, the argu-
ments will give you new ways of looking
ar situations.

Linstone, Harold A., and Murray
Turoff. 1975, The Delphi Method:
Techaiques and Applications.
Reading, Mass.: Addisen-Wesley
Publishing Company.

Delph atilizes written responses and ag-
gregates the judgments of a number of
individvals to improve the quality of
decisionmakiny. This n.et10d does not re-
quire race-to-face contact, which makes
it particularly useful for involving ex-
perts, users, administrators, and
resource controllers who vannot meet
together physically. When viewed as a
communication process, few « "eas of
human endeavor are no: possible objects
for application of the method. The pkilo-
sophical anu methodological foundations
of Delphi are presented in this book,
along with design considerations.

Loomis, Charles P. 1960. Social "vs-
tems: Essays on Their Persistence a ~d
Change. Princeton, N.J.: D. Van
Nostrand.

This book has been referred to most often
(perhaps second to Tyler) in Extension
situational analysis literature. Why? It
contributes a sociological order to
communities and groups for oncs new to
the fie!. Altho gh social groups and or-
fanizations may be more conflict-

oriented and dyramic than portrayed by
this model, it helps to organize your
thinking and to ideatify the right gues-
tions to ask in your situational analysis.
As stat+! in the Sourcebook, Extension
peopls have to know answerstc’  “atis
occurring? Who’s doing it? Wha. go
people know? What is their attitude?
Who controls? Who has the resources?
What are people’s goals? and other cru-
cial questions implied by the Loomis
model.

.dessick, Samuel (ed.). 1976. Individu-
ality and Learning. San Francisco: Jos-
sey-Bass, Publishers.

In this book, aimed at educators who are
interested in a deeper understanding, the
author is not concerned with what stu-
dents currently know or have accom
plished. Rather, the emphasis is on the
manner by which siuaents acquire
kne'vledge and the modes of processing.
‘The basic issue is whether or not ind
how educational methods can be matched
to individual differences. Whether or not
this 1s an important issue to sitiational
analysis depends on the extent to which
we agree with Extension’s 7(-year-old
mission and its response tc neeas of
people and their *‘teachable moments.’’
I suggestthis book is crucial to kuowing
ihe situation from the clientele perspec-
vive. The authors speak to how indivi-
dualized learning and effective teaching
can become practical real**ies. They uis-
cuss research on many factors: skills,
creativity, sex, cognitive styles, environ-
mental conaitions, and aptitude/treat-
ment in.eractions. As with severai other
books inthe Selected Annotated Bibliog-
raphy, this book is not for reading at the
time you are preparing vour lesson plan,
or clientele are walking through the
door. It is a more basic text.

Myers, Chet. 1986. Teaching Students
to Thiak Critically. San I'r=ncisco:
Jossey-Bass, Publishers.

Myecrs’ premise is that our culture’s out-
put of information far exceeds our ability
to think critically about that informatios:.
In this book, he provides specific practi-
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cal ways to help others think critically
and says the methods vary by di ~oline;
€.g., engineers go about the task ..f-
ferently from educators or economiss.
Thus, different ways must be tavght,
with emphasis on personal and subjective
elemen.s, such as passion, mystery, es-
thetics, and wonder, as well as the tradi-
tionai logic»l atmosphere of dialogue,
interchange, and problem solving that is
needed. Actual successful programs are
used to :llustrate methods of discussion,
pondering, exploring, and simulation.
While the book is targeted at educators of
urergraduates, it is of interest to all
educators *vho want practical approaches
to streching analytical and critical
tnought.

Naisbitt, John, 1¢°" Megatrends: Ten
New Directicns Transforming Our
Lives, New York: Warner Books, Inc.

This book is perhaps already a bit dated,
even though it was published as recently
as 1982. However, it is worth a refresher
review for situational ainlysis. The 10
new directions wnat are trarsforming our
lives: informatic» society, high tech/
high touch, woriu economy, long-term
decentralization, self-help, participatory
democracy, networking, north to south,
and multiple options say a lot about how
Extension views and analyzes the macro
external society/community perspective
and its influences on Extension’s future
prioriiies. Several of these dirsctions, in
particular, reinforce the model proposed
in this Module; e.g., participation, multi-
ple options, networking, and information
society. Furthermore, " .aisbett’s ap-
proach and methods for evolving his 10
trends are in themselves worthy to know
and assess as tc ineir merits for Exten-
sion’s situational analysis. He did not do
a grand random survey; and yet, he
seemed to capture what must now seem
to agree with common sense. Yes, this
bock is stimulating and refreshing. As
one internationally known company said,
‘I hope we, as a company, are already
out in front in responding to these chan-
ges.”’ Let us hope that Extension is also.
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Osborn, Alex F. 1979. Applied Im-
agination: Principles and Procedures
ef Creative Problem-Solving. 3rd rev.
ed. New York: Scribners.

This is a revised edition of a classic book
in which the author first propused *‘the
average person can thirk up twi-e as
many ideas when working with a group
than working alone. "’ If you choose to
use this technique, you may wish to refer
back to this book for variations on using
it.

Patton, Michael Q. 1980. Qualitative
Evaluation Methods. Beverley Hills,
Calif.: Sage Publications, Inc.

Patton explores how to ‘*open up’’ daia
collection beyond the traditional, quan-
titative, hard data-oriented methods with
a discussion on collecting data in dif
ficult, intangible, and problematic areas.
Not only does he raise issues, he gives
specific useful techniques and handy
hints on qualitative observing, measur-
ing, and recording. At the point where
you wonder what to do with the data. he
offers up a few ways to intevpret and
make the intangible more uscful in
developing your programs. This is an
excellent refere ¢- this approach.

Peters, T. J., and R, H. Waterman.
Jr. 1982, In Search of Exceilence. New
York: Warner Besks, Inc.

This is a naticnwide best seller. If you
have not been able to take time to re:d 't,
now is tt ~ .ime to set it as a priority. The
authors present what they found to be
criteria of successful U.S. companies.
Extension, as an organization, needs to
adopt those criteria and anatyze itself on
how weli it is functioning. Obviously,
then, the following criteria would be use-
ful to Extension program planners in
analyzing Extension as an organization
and its readincess for implementing
programs on high-priority goals:
(*)Preferences for doirg something—
anything. Is Extension doing too much
analysis? (2) Stay close to the customer—
the publics. 1s Extension ‘‘in tune”” with
preferences and needs? (3) Autonomy
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and entrepreneurship. Are Extension
professionals thinking independently ac-
cording to their own values? (4) Share
rewards. Are “‘guod’’ Extension profes-
sionals rewarded and complimented?

(5) Hands-on ai* £ value-driven by
Extension organizational leaders. Are
administrators in touch? (6) ‘‘Stick to the
knitting.”’ Is Extension doing what it
knows best? (7) Simple form, lean staff.
Does Extension have its s13f7 at levels to
do people good? (8) Loose/tight ad-
ministrativ climate. Do Extension
professionals know direction and state
priorities and have latitude to adapt and
take risks? One can easily see these
criteria as useful in analyzing the Exten-
sion organization perspective and its
influences on the program situation and
future priorities.

Rawlinson, J. Geoffrey. 1981. Crea-
tive Thinking and Brainstorming. New
York: John Wiley and Sons, Inc.

This practical book on creative thinking
is designed for managers at every level of
organization, or for any people working
together to find solutions to problems.
Drawing from his experience with nearly
800 manager groups on 4 continents, the
author identifies barriers to creative
thinking and provides id.as for removing
those obstacles. Systematic procedures
for organizing and conducting effective
brainstorming sessions are presented, as
well as a brief survey of related tech-
niques.

Schuman, Howard, and Stanley
Pressor. 1981. Questions and Answers
in Attitude Surveys. New York:
Academic Press.

The authors state, ““‘Our mair. goal is to
determine how the ways in whi2: attitude
questions are asked in survevs affect the
results derived from these same sur-
veys.”” Insoao’ g, Schumanand Pres-
sor tackle numerous problens that
plague survey researchers, such as:

(1) question order and r~sponse vrder ef-
fects, (2) the use of open versus closed
questions, (3) the assessment of ‘*no
opinion,”’ (4) measuring the middle posi-

tion in scales, (5) balanced and imbal-
anced questions, (6) form of wording,
and (7) the measurement of attitude
strength. Discussion of each topic con-
tains rather rigorous assessment (both
qualitative and quantitative) of the poten-
tial impact/probleras. This book would
be for cxperienced social surveyors.

Simon, Sidney, Leland Howe, and
Howard Kirschenbaum. 1972. Values
Clarificatiom: A Handbook of Practical
Strategies for Teachers and Students.
New York: Hart Publishing.

The book is exactly as its title says.
Many techniques and exercises are sug-
gested for teachers to use with students.
Ali are fun or experiential. Titles of a
few of the 70 strategies should give you
an idea of their characters: ‘*Values
Voting, Forced Choice Ladder’’;
*‘Cbituary, Epitaph, Who Arc You?"’;
‘*Taking a Stand, Diaries, and Who’s to
Blame?’’ Preceding the actual work-
sheets or material needed for each
strategy is an explanation of its purpose,
characier, and how to use the material.
The concept of values clarification is ex-
plained at the beginning of the book. For
more basic explanations of the unuczly-
ing ideas, readers could read the earlier
book by Sidney Simon and Others (1966)
titled Values and Teaching, a Charles
Kerrill publication. It, too, has other
strategiesin it.

Sudman, Seymour. and Norman M.
Bradburn. 1982. Asking Questions:
A Practical Guide to Questionnaire
Design. San Francisco: Jossey-Bass,
Publishers.

This book concerns the type of question-
asking embodie! in structured question-
naires or interview schedules used in
social and market resez.cch. It deals
specifically with questionnaire cons: :c-
tion. The authors’ general thesis is that
questions must be precisely worded, if
responses to a survey are to be accurate
and the survey valid. Methods “5r han-
dling specific *‘types’" of questions are
discussed, such as threatening and non-
threatenine behavinr questions, ¥ nowl-
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edge questions, and attitude question..
Also covered are response options,
rationale for the order of items in a ques-
tionnaire, form, method of admini-
stration, and ethical principles to be
observed in survey research. Numerous
actual questionnaire examples from Gal-
lup, Roper, SRC, NORC, and SRL are
included. Most of the chapters begin with
a checklist that serves as an initial guide,
as well as subsequent reference for actual
survey constructinn

Warner, Paul D., and James A. Chris-
tenson. 1984. The Cooperative Exten-
sion Service: A National Assessment.
Boulder, Colo.: Westview Press, Inc.

The author: evaluated the Cooperative
Extension Service and found 87 percent
of citizens in the U.S. are aware of 4-H,
717 percent of agriculture programs, 52
percent of home economics, and 46 per-
cent of community development ~fforts.
Ninety-five percent of users are  sfied;
82 percent say CES should be supported
at current or higher levels. However,
only 27 percent of households and only
23 percent of the public have had contact
with Extension. What this report leaves
us with are basic question. that need
answers in future situation analyses.
How do you answer the following ques-
tions regarding your state or county? Is
the mission too broad or too narrow? Are
Extension specialists or generalists
needed? What is the best way to fund
programs? How does Extension respond
to social changes? Can Extensi. - fford
multiple images? Can Extension serve
both urban and rural publics? How do the
disadvantaged and minorities fare?
Should personal or impersonal Extension
methods be used? Are results and impact
adequate?

Webb, Eugene, Don T. Campbell,
Richard Schwartz, and Lee Sechrest.
1966. Unobtrusive Measures: Non-
Reauctive Research in the Sociat Sci-
ences. Chicago, Iil.: Rand McNally.

This is an old favorite, but is still good,
so why ignore it? The basic idea is—
n .y clues or indicators are present in

the community that tell an analyzer (if he
or she is observant enough) what is hap-
pening or has happened. If an observer
keeps the five senses open, he or she can
see clientele needs, obstacles to change,
resources, trends, and documentation for
which programs should be high priority.
Even though we have given you the basic
book in a sertence, you can still develop
your powers Jf observation by skimming
this book from cover to cover. You will
delight in how the following can be used
as need indicators: floor tile, grass, radio
dials, library records, newspapers, lig-
uor sales, clothes, and conversation.

Concluding Phases

Bloom, Benjamin S., Max D. Engle-
hart, Edward J. Furst, Walter H. Hill,
and David R. Krathwohl. 1956.
Taxonomy of Educational Objectives:
The Classification of Educational
Goals. Handbook I: Cognitive
Domain. New York: David McKay
Company, Inc.

The authors say that clientele learnii.g oc-
curs at different levels of depth and com-
plexity, including rccall, understanding,
application, analysis, synthesis, and
evaluation. They suggest setting objec-
tives with a clear focns on learning out-
comes expected, organizing plans of
action accordingly, and, finally, measur-
ing whether or not the particular desired
learning occurred. Not only is the
analysis mental process discussed fur-
ther, but the totai book helps clarify why
objectives are eventually appropriate and
measurable. Although this book is older,
morc recent books have no more content
than this one.

Bowering, David J. (ed.). 1984. Secon-
dary Analysis of Available Data Bases.
New Directions for Program Evalua-
tion. San Francisco: Jossey-Bass,
Publishers.

This is an excellent book for those who
are thinking of using existing data. Itis a
practical book. The authors discuss large-
scale data bases; who produces them;
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how to obtain them; and what exists in
them. In subsequent chapters, there also
is discussion of how to preparc data files
in order to analyze them according to
your purposes. The contents are more
research-oriented than practical-
oriented; nevertheless, the bock might
still be .iseful for Extension people who
want to know more about using the
tremendous amount of existing data,
most of which are unused or unanalyzed.
The authors say that people are not aware
of the existence of these data or are shy
of tracking them down, or question the
quality of these other data or the ap-
propriateness of these other data to one’s
own situations. Look into this book for
the answers to these types of questions
and concerns.

Hanks, Kurt, and Jan Parry. 1983.
Wake up Your Creative Genius. Los
Altos, Calif.: William Kauffman, Inc.

Here is a fun book. If you are looking for
new ideas and creative thinking to apply
to situational analysis, the table of con-
tents should turn you on to a few ideas:
**Supernian Syndrome’’; ‘‘Cooked
Goose'’; ‘‘Beware of the Crack Pot’’;
**Creative Hype’’; ““Ah Ha!’’; *‘" it
From Nuws”’; **How to Get More From
Your Dreams’’; **Winning Ideas’’;
*‘New Eyes’’; **Usual Brainstorming’’;
and 50 more. The point is—we have sug-
gested a structured model, but part of the
structure is to loose:* up, and you will see
more and know more. Hanks and Parry
help us along that route.

Hare, Alexander P. 1982. Creativity in
Small Groups. Beverley Hills, Calif.:
Sage Publications, Inc.

Hare examines the traditional consensus
process used by Quakers for over 200
years when seeking agreement on dif-
ficult social problems. The seven steps
for problem solving and group creativity
are: (1) problem definition, (2) data col-
lection, (3) solution review, (4) solution
development at an appropriate level of
creativity, (5) pilot project test, (6) agree-
ment and commitment, and (7) imple-
mentation.

Krathwohl, David R., Benjamin S.
Bloom, and Bertram B. Masia. 1964.
Taxonomy of Educational Objectives:
The Classification of Educationzl
Goals. Handbock II: Affective
Domain. New York: Longman, Inc.

This monograph is the second in a series
of taxonomies on learning objectives.
Learning is outlined according to depth
of internalization: (1) receiving, (2)
responding, (3) valuing, (4) organiza-
tion, and (5) characterization by value
complex. The outline can help an Exten-
sion educator to identify and phrase ob-
jectives, once situations are analyzed,
but a plus is a much improved under-
standing of the entire affective world.
The values we all hold and our commit-
ments get good treatment.

Stufflebeam, Daniel, Walter Foley,
William Gephart, Egon Guba, Robert
Hammond, Howard Merriman, and
Malcolm ¥rovus. 1971. Educational
Evaluation and Decision Making. -
Itasca, Ill.: Peacock Publishing.

The acronym of CIPP (for Context,
Input, Process, and Product) represents
four types of evaluation that can serve
four different types of program deci-
sions, each at a different stage of the
program development cycle: (1) context
evaluation for deciding intended goals,
(2) input evaluation for deciding intended
ways of reaching goals, (3) process
evaluation for deciding on goodness of
actuai methods used, and (4) product
evaluation for ceciding extend to which
goals were reached.

Although this book is somewhat difficult
to read, the ideas are excellent and
provide an ox~rall perspective on how
situational analysis, evaiuation, and
decisionmaking can be considered
processes tha* occur throuzhout the dura-
tion of a program.
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‘ Appendix 1: Adams County Citizen Survey

Adams County Cooperative Extension Service ¢ State of Readiness

February 1, 19
DearFriend,

John Lee, our county board chair, sent you a letter several days ags explaining the need for citizen
opinions on Adams County concerns and issues. | hope you will be able to take 10 minutes out of
vour busy schedule to complete this questionnaire and return it as quickly as possible to our office in
the enclosed self-addressed, postage-paid envelope.

Remember, your personal answers wiil be held in *he stricte st confidence. A summary report of the
responses that you and others in « *¢ random sample give us will be prepared. The printed number
on this page will be used solely by our office for organizing purposes.

The information gained from your responses will enable your County Extension office and agents to
provide useful programs and information to you and others in Adams County.

Thank you in advance for your hel!

. Sincerely,

Ann Patterson
Adams County Extension Chair

University of Readiness, United States Department of Agriculture, and Readi-
ness Ccunties Cooperating. UR-Extension provides equal opportunities in
employment and programming, including Title IX requirements.

30
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A Following are eight possible areas of concern to Adams County residents. For
each of the eight general areas and the specific items w..hin each, please indi-
cate whether you believe the item is a high priority for future educational
programs by checking yes, no, or uncertain.

HIGH PRIOR:1TY?
Concern or Issue Yes No Uncertain

1. Improving the economy:
a.Business management . . . . ... ..

b. Community economic
development . ..............
c.Marketing ................
d. Recreation andtourism ... .....
e.Jobsandcareers ............
f. Homebusinesses . ... .......

2. Building family strengths:
a. Family financial management . . . . .
b. Consumer decisionmaking ... ...
c.Childcareandparenting . .. .....
d. Family relationshipsand stress . . . .

3. Improving agricultural profits:
a. Dairy and livestock production
and management . ... ........
b. Field crops production and
management . . . ............
c.Pestmanagement . ... ......
d. Horticulture production and
management . .. ............
e. Farm business management . .. ..
f. Agricultural marketing . ... .. e

4. Improving the naturai environment:
a.Land-useplanning ...........
b. Groundwaterquality . .........
c. Soil and water conservation . . . . ..
d. Energy conservation .. ........
e.Forestry .................
fWidife . ................. .-
g.Wastehandling .. ...........
h. FPesticide use and storage . . . . ...

5. Improving human health and safety:
a. Foods, nutrition, anddiet . ... ...
b. Safety, fire,police . . ... ......
¢. Food production (gardening) .. ...
d. Foodpreservation ...........
e.Housing .................
f. Medicalservices ............
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HIGH PRIORITY?

Concein or Issue Yes No Uncertain

6. Improving educational resources:
a.libraries . ................

b. Extension education . .........

¢. Vocational/technical schools . . . ..

d. Elementary/secondary schools

7. Improving community lzadership:
a. Volunteer and crganization leaders .

b. Lucal government education . . . . .
¢. Agriculturalleaders . ... ...... -

8. Building youth davelopment:
a.4-Hyouthwork .............

b. 4-Hyouth leader development . . . .

c. Careerdevelopment . ... ......

3. Non-4-H youth work
(Scouts, YMCA,etc.) . ... ......

B. Of the general areas of cencern, which three (3) do you believe are of top

priority? (Check three areas below.)

1. Economy

2. Family

3. Agriculture

4. Environment

5. Health

6. Education

7. Community Leadership
8. Youth Development

C. Please give an example or two of specific concerns and issues within one or

several of your top priorities in the above list.

D. Pleas< list any other important concerns for Adams County not listed above.
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E. Please check whether you believe the following are excellent, good, or poor
sources for obtaining useful and trusted information.

© ® N O 0 s

10.

F. To assist the Extension committee and staff in making decisions on future
educational prc grams, please indicata the importance of the following factors

Don’'t
information Source Exceilent Good Poor Know

Vocational/technical school
educationclasses. . .........

Cooperative Extension (county
agent) at office, home, or mesetings,
orthroughmedia. .. ... ... ...

Newspapers/magazines ........
Radio ...................

Neighbors . . ... ... .........

Private companies . .. .. ... ...

Creditagencies .............

Libraries . . .. ..............
Other (describe) _

in deciding Extension programs.

© ® N O o~ w0 P

-
o

1.

Extremely
Factor Important Important Unimportant

Program timeliness .. ..........

Programaccess . .............

Pregramlocation . . .. ..........

Programecost . ... ............

Trustworthy information . . . .. ... ..

Past “track record” orimage . ... ..

Program is nut duplication . ..... ..

Potential impact and benefit .. ... ..

Peopl'sneeds . . .............

Taxes . . ... i
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G.Finally, as a basis for understanding your earlier answers, we would like to ask
you a few questions about yourself. All answers will be kept confidential.

1. Areyou:
Male —_—
Female
2. Your age? years
3. Years of completed schooling? _____ years

4. Your marital status? (Check only one response)

Married _
Single B
Divorced _____
Widowed _____

5. How long have you lived in Adams County? years

6. Occupation?

7. (If married) Spouse’s occupation?

8. Which one of the following categories best represents your total far:ily
annual income before taxes during 1987 (including wages, profits from
business, social security, pensions, etc.)?

Less than $10,000 - $25,000-$34,999 __
$10,000-$14,999 ——— $35,000-$49,999  ____
$15,000-$19,999 — $50,000 ormore

$20,000-$24,999 -

H. Please give other comments about the future of Adams County Extension
programs. Any comments on resources to use or constrainis to effective
programs would be helpful.

Thank you!

e A
J ]
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Appendix 2: Adams Cot Fare‘ urvey

Adams County Cooperative Extension Service ¢ State of Readiness

February 1, 19

Dear Friend,

John Lee, our county board chair, sent you a letter severai days ago explaining the need for current
information on Adams County farm practices ana knowledge. | hope you will be able to take 10
minutes out of your busy schedule to complete this questionnaire and return it as quickly as possible
to our office in the enclosed self-addressed, postage-paid envelope.

Remember, your personal answers will be held in the strictest confidence. A summary report of the
responses that you and others in the random sample give us will be prenared. The printed number on
this page will be used solely by our office for organizing purposes.

The information gained from your responses will enatle your County Extension office and agents to
provide useful agriculture programs and information to you and other farmers in Adams County.
“hank you in advance for your help!

Sincerely,

Ann Patterson
Adams County Extension Chair

University of Readiness, United States Department of Agriculture, and Readi-
ness Counties Cooperating. UR-Extension provides equal opportunities in
employment and programming, including Title IX requirements.

o
[
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A. Listed below are possible areas of concern to Adams County farmers und farm
families. For each of the six general areas and the specific items within each,
please indicate whether you believe the item is very high priority, so-so, or low
priority.

LEVEL OF PRIORITY
Very
High Low
Concern orlssue Priority So-So  Priority

1. Off-Farm Issues:
aTaxes ...................
b. Nationalfarmpolicy ..........
c. Consumer education .. ........
d. International agriculture/Adams
County .. ................
e. Farmland preservation and
localzoning . ..............
f. Pricing . ................
g. Farm/cityroiations . ... .......

2. Total/General Farm Concerns:
a. Total farm system analysis and
planning . ... .............
. Alternative and supplemental
income .. ................
. Energyandfuel .............
.Farmlabor ... .. ...........
. Farm budgets and records ..
Credit . .. ... .............
.Farmsafety ...............
. Organicfarming . ........... N -
Computerprograms anduse .. ...
Farm engineering and machine:y

o

TS TToao

3. Farm Family Concerns:
a. Familystress . .............
b.Housing . ................
c.Recreation .. ..............
d. Children’sfuture .. .... .....
e. Estateplanning .. ...........

4. Livestock Concerns.

a. Livestock system analysis and . . . .
management . .............
b. Genetics, breeding, and selection . .

c. Feeding, feeds, forages, and
pastures . ... .............
. Pesticideuse . ... ..........
.Marketing .......... ..
Manure and wastehandling . .. . ..
. Housingand feed handling . .. ...

[(= Biaalil+ BN« 8
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‘ LEVEL OF PRIORITY
Very
High Low
Concernorissue Priority So0-So  Priority

5. Crops Concerns:
a. Crop system analysis and
management .. ............
. Varieties and selection . .......
. Waterandirrigation ..........
LFertility .. ... ... ..
.Pestcontrol .. .............
Pesticideuse . . ............
.Harvesting ...............
.Storage . ................
Marketing . .. .............
Fruit production, management,
andmarketing .............
. Vegetable production, management,
andmarketing .............

=l (> Bl AN o RE o B o
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6. Envircomental Concerns:
a. Soil and water conservation . .. ..
b.Forestry . . ... ............
c.Widlife ................. ———
d. Groundwater and well-water quality .

‘ B. Please briefly illustrate or describa a specific issue or concern within one or
several of your top priorities in the previous list in Section A,

C. The following are ways a farmer might get needed farm-related information.
Please indicate the amount of contact, if any, you have had through each
source during the past 3-4 years.

Weekly/ No
Sources Monthly Annually Contact

1. Extensionmeeting . . . ... .....
. Personal contact with County
Extension agent (visit or phone) . . .
. Extension publications . ..... ..
Mail L
. Extension articles in newspaper . . .
. Extension TVprograms .. ... ...
. Extension radio programs . ... ..

N
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Weekly/ No
Sources Monthly Annually Contact

8. Demonstrations and fielddays . . . . ..
9. County agricultural council meetings . .
10. Tours .. ..................
11. Dealermeetings . .............
12. Farm association meetings . . ... ...
13. Farmmagazines . .............
14. Neighbors . . ... ... ..........
15. Other Extension sources . . . . . . ..
(Please list)

16. Other non-Extension sources . . .. ..
(Please list)

D. Choosing from the source list in question C, which source do you most prefer
when it comes to obtaining farm-related information? Please fill in one cor-
responding number (1-16) from question C in each of the spaces below.

Most Preferred Source . . . ... .. -
Second Most Preferred Source . . .______

Third Most Preferred Scurce . . . . . -

E. If une of the sources you listed in Section D was Cooperative Extension, for
what reason, if any, have you used it as an informational source? (Please
check all reasons below that apply.)

OnlySource IKnew . . ........__ —_
RecommendedtoMe . ... .. .. -
Inexpensive . . .. ........... -
Provides New Research . ... ... -
TrustExtension . ........... -
Proviges Useful Information . . ... _

Provides Unbiased Information . . .______

Other

)

.
J

’

{
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‘ F. Please indicate the extent to which you use the following farm practices.
Please answer each question by checking the appropriate response.

EXTENT OF USE
Have Done Inappro-
Regular ItOneor priate for
Farm Practice Routine More Times Never MyFarm

1. Cut alfalfa at mid-bud stage. . ___

2. Use forage analysis to
balance feed rations. .. ... -

3. Reducea feed costs with
improved alfalfa quality. . . . .

4. Tes'ed well water tor bacteria
andnitrates. . . ......... —_—

5. Use laboratory soil tests for
deciding fertilizerrates. . . . .

6. Calibrate pesticide sprayers
eachseason. .. ....... _ -

7. Develop written long-range
farmplan. . ........... _

o

8. Developedorrevisedwill. . . . _____

9. Jsed A.l. stud or purchased
performance-tested herdsire. ______

10. Use computer rationized
balancingprogram. ... ...

11, Scoutfor pesisincrops. . . . . —_

12. Direct marketingto consumer. __

13. Minimum or notillage. . . . .. -

14. Improved on-farm pesticide
storage facilities. . . ... ... —_

15. Crop system econormic
analysis. ............ —_

16. Livestock system economic
analysis. . ........... —_

17. Farmcash flow analysis. ... ___

18. Farmdebt/assetanalysis. . .. ____..

' QQ
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G. Finally, as a basis for understanding your eariier answers, we would like to ask
some questions about you ard your farm operation. All answers will be kept
contidential.

1. What type of farm do you operate? (Check the one that is your main

operation.)
Crops Type
Livestock Type -

Other (Describe)

2. Sizeof farm acres

3. Estimated net family income $

4. Estimated % of total family income from nonfarm sources %
5. Township
6. Your age? years

7. Familv composition (check those that apply)

Husband?

Wife?

Children at home?
Others in home?

H. Please feel free to add any additional comments below. Thank you!

00
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Introduction to the
Leader’s Guide for
Modaule 4: Situational
Analysis

Effective Extension education programs
start with systematic situational analyses.
Therefore, this experientia!, in-service
workshop program about situational
analysis was developed. The workshop
and the experiential learning materials
are de*.igned for use with new Coopera-
tive Extznsion professionals who have
specific training needs, and experienced

professionals, on a periodic review basis.

Because the training needs of the work-
shop participants will vary by specific
situation, options for meeting differing
learning and teaching needs are included
at various points in this Leader’s Guide.
In the spirit of good analysis of each in-
service situation, adaptation and use of
the options by the workshop leader are
encouraged. To adapt to tno: e varying
needs, the workshop leaders imust review
and know the contents of all parts of this
Module: the Sorrcebook, this Leader’s
Guid., the Learners’ Packet, and the In-
structional Aids.

The learning expetiences in this Lcader’s
Guide are organized chronologically into
five time periods: (1) Preworkshop
Preparation, (2) Day One, (3) Interim,
(4) Day Two, and (S) Follow-Up. Within
each of the five time periods, the follow-
ing information is previded for the
workshop leader, according to the time
schedule:

¢ Time allotted

® Responsibility (persons involved)
¢ Instructional goals

¢ Learning objectives

° Materials needed

¢ Task, activity, or experiences

¢ Discussion gquestion options

¢ Exhibits, such as overhead trazspar-
encies, worksheets, and other instruc-
tional aids, where appropriate.

The 12 hours of in-service training in
Module 4 are covered in two sessions
(Day One and Day Two) of 6 hours each.
Day One activities consist of participant
self-assessments, general understanding
of the total Situational Analysis Model,
and understanding the four preparation
phases: (1) defining boundaries, (2) set-
ting analysis focus and purpose, (3)iden-
tifying leadership, and (4) knowing
personalities. Also covered are the first
three of the six implementation phases:
the four perspectives, value orier.tations,
and identifying questions to be answered.

Day Two activit’es include the remaining
three implementation phases. identifying
the Extension publics to b involved
deciding on involvement techniques, and
collecting and summarizing data; and the
six concluding phases of the model: com-
paring and interpreting ¢vidence, deci-
sions on interpretation of evidence and
conclusions, reacting and reflecting,
deciding on learners’ needs, setting
learner objectives, reviewing and pre-
paring a written report, accompanied by
encouraging participants to apply what
they have learned to their everyday ex-
periences.

Several key ideas are noteworthy as
workshop leaders begin to plan and use
the Situational Analysis Model:

1. The Situational Analysis Model d:s-
cussed in the Sourcebeok and in this
Leader’s Guide is a mental situational
analysis process. The model is not a data-
oriented and statistical analysis model.
Rather, the model is a way of helping
Extension educators to make data and
observations more useful, practical, and
relevant to Extension program decisions.

2. Regardless of the quality of :h-. cont~nt
or the proposed methods of this Module,
the learning quality will depend on the
workshop leader’s experiences with the
participants. How positive those exper-
iences are will depend a great deal on the
workshop leader’s preparation, self-
study, commitment, and enthusiasm, and
the extent to which continuous evaluation
of feedback is incorporated into the learn-
ing experiences.
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3. Many potential participants, new or ex-
perienced, county-based or state-based,
could likely be zss than excited about the
topic. Therefore, these materials are
based on the experiential learning prin-
ciple. The faster and more extensively
the workshop leader can involve the par-
ticipants in the experiential process the
greater the likelihood for interesting,
practical, useful, and effective learning.
Although Exhibit 1: **The Experiential
Learning Model’’ is included at the end
of this s=ction, for more detail on exper-
ientiz! learning, the learning experiences
suggested in this Leader’s Guide gener-
ally proceed frcm (1) concrete exper-
iences to (2) reflections and observations
to (3) abstract conceptualizing to (4) ac-
tive experimenting and testing. As you
adapt the suggested experiences, con-
sider this cycle as a guide.

4. The preceding ideas strongly imply
that these materials will be even more
practical and consequential if the work-
shop leader, along with the workshop
participants, creates versions, options,
and experiences for participants to adapt
to their own state, region, county, sub-
ject matter, personality styles, and other
factors that create positive learning.
These adaptations and creations, based
on analysis of the learning situation,
along with continuous checking of

whether or not participants are learning
the concepts, would be an ultimate
achievement of this Module.

5. Consider the foregning organization of
Module 4 as you seview the total
Leader’s Guide. You will notice
specifics, such as lecturettes, questions
for discussion, and places within the
general outline for continuous checking
of learning. These items can be used ver-
batim, but, mere importantly, are in-
cluded to illustrate the tenor or character

of intended experiences. You will certain-

ly develop more appropriately worded
questions for your group.

6. Special attention should be focused on
the Instructional Aids Packet. {naddition
to materials specified for use in each sec-
tion of the Leader’s Guide, and those in
the Learner’s Packet, 34 transparency
masters (referred to as TMs) that are not
shown in the Leader’s Guide, and 36 TIP
Sheets are included. These may be sub-
stituted for those suggested herein, or
might be useful for other purposes, de-
pending on the workshop leader’s needs.
A complete listing in the Table of Con-
tents of the Instructional Packet will pro-
vide a quick overview of the supple-
mental materials.

EXHIBIT 1

The Experiential Learning Model

Experiential learning (Kolb, 1984) can be easily applied to in-service train-
ing. The Leader’s Guide includes activities to facilitate the experiential learn-
ing process. The leader’s effectiveness will be greatly enhanced if the
process summarized here is keptin mind and used throughout the

workshop.

The Experiential Learning Model (Kolb, 1984) says learning occurs in a cycli-
cal, four-stage process (see Figure 1). The learning process begins with
Stage 1—areal, concrete experience (CE), in which the learner is involved in
media presentations, self-unalysis, case studies, role-playing, and demon-
strations. This experience might be an activity at the workshop or areal ex-

perience that occurred prior to the workshop.
continued ‘
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Figure 1. The experiential learning madel (Kolb, 1984)

The CE stage includes ideas to help the learner reflect and make reflections/observations (RO) in Stage 2.
The reflection stage includes individual work on a problem, idea, or situation during the training session.
The time during the RO stage might be planned as an individual activity, or as participants prepare to dis-
cuss atopic in groups. The RO stage also occurs during lecturettes and media presentations.

Reflections and observations are processed by the lsarner during Stage 3—abstract conceptualizing
(AC). These abstract concepts include hypotheses, generalizations, conclusions, forraulas, models, and
reasons or explanations. The AC processis linked directly to RO, and occurs during the same types of
activities. Abstract concepts result simultaneously from reflectinn and observation.

Learners test the abstract concepts during Stage 4—active experimenting (AE). AE occurs in a training
session when conc:pts are applied to cases, personai or program situations, games, simulations, and
other activities in which the learners are involved and can actively test their ideas. AE results evolve into
concrete experiences (Stage 1), which then are evaluated (Stage 2), thus continuing the process in a
cyclical manner.

Individuals vary as to which of the four stages of the experiential learning process they find easier, more
effective, and more interesting. These individual differences are considered the person’s learning style.
Beaare that an activity might be accepted easily by some people and resisted by others because of their
learning styles.

Learners usually will be more comfortable with their learning modes. For example, persons whoprefer
active experimenting might enjoy role-playing and probably will be very good at it. A person who prefers
reflective cbservation might be uncomfortable in role-playing and might not be very good atacting out a
role. The differences in comfort and skill level for a perticular learning activity will result in differing indi-
vidual reactions. These differences are natural, so the leader should not be overly concerned if some indi-
viduals resist certain learning experiences. Workshop leaders need to encourage and support individuals’
responses, while ensuring a coristructive experience for the group.

In summary, consider how the learners will best be served. How the material is adapted, how groupinter-
action occurs, and how training evaluation occurs will be affected directly by whether or not leaders con-
sider the overall learning process as well as the individual and group needs.

—Adapted from Kolb (1984)
1 05
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Time: Preworkshocp

Preparation

The importance of preworkshop activi-
ties to the workshop leader cannot be
overemphasized. The workshop leader
will need sufficient time to read and be-
come thoroughly familiar with the con-
tents of the Sourcebook, the Selected
Annotated Bibliography, the Leader’s
Guide, the Learners’ Packet, and the In-
structional Aids as a basis for decisions
on his or her general needs, goals, and
format for the workshop. Likewise, be-
cause the exchange of materials and infor-
mation from the leader to the participants
and from the participants to the leader
prior to the scheduled wo "shop date is
imperative to the smooth stow of the: in-
structional sessions, preparations should
begin at least six months in advance. The
following organization of the Prework-
shop Preparation time period is sug-
gested for your consideration,

Decide on General Needs,
Goals, and Format

Time

T (training) minus six months.

Responsibility

Workshop leader, district leader, or
program leader, oi a combination of
these persons.

Process

When state-level leaders believe in-
service education is neede.i for situa-
tional analysis, or when they are asked to
conduct training for such analysis, this
Leader’s Guide and the related materials
can be utilized. Levels and ways in which
this Module can be used include:

* Statewide in-service professional
education.
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* Regional or district meetings.

® Separate program area meetings; for
example, agricultural and home
economics areas separately.

* County levels, including home offices.

® Administrative or supervisory groups.

® Task forces.

* Independent or small group study.

Specific reasons for this training might in-
clude:

1. Too little justifying documentation and
data in Extension staff plans of work for
the planned program.

2. A need to increase general, statewide
core competencies in situational analysis.

3. A need for county-level training to
help sort out and decide program
priorities.

4. A program area desire to update skills

by analyzing a particular problem situa-

tion.

2
5. A statewide commitment to increasing

the quality of situation statements in four-
year major program plans or annual
plans of work.

6. New personnel orientation needs.

The size of the state, territory. region, or
locality; current faculty training level;
finances; the availability of facilities;
trainer qualifications; geographical divi-
sions; costs; time factors; or other speci-
fics of the intended participants in each
situation also can affect the workshof
format.

[Note: Atthis point, the workshop leader
should make a decision on the type of per-
sonality inventory to be used in the work-
shop. Refer first to the *‘Participants’
Self-Assessment”’ section in the Prework-
shop Preparation and to the *‘Personality
Style Inventory’* in the Learners’
Packet.]
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EXHIBIT 2

Suggested Workshon Description

dynamic, and new experience.

Dates:

Two-day (12-hour) professional development workshop on situational
analysis for new and experienced Extension professionals. These two days
ifl be experiential. The participants will learn methods for analyzing situa-
tions that will help them to understand complex situations and to write bet-
ter situation statements. Case study exercises will be used toillustrate
program situations analyses and to develop skills necessary for good situa-
tional analysis. Self-assessment, videoiapes, overheads, grrup ciscussion,
role-playing, and active learning will combine to make this an exciting,

Person i Charge: -

Decide on and Conduct
Advance Publicity

Process

Time

T minus 90 days

Responsiblity

Workshop leader, district leader, and
program leaders.

Process

Distribuie registration forms (in Learn-
ers’ Packet) to potential participants.
Makc the registration deadline 30 days
prior to the date ¢f the workshop.

Early Involvement of
Participants

Time

Prepare advence publicity and in-service
training description and send to potential
enrollees. A suggested description is
shown in Exhibit 2.

Enroliment and Sign Up

T minus 40 days.

Responsibility

Workshop leaders, district leaders, and
program leaders.

Process

Time

T minus 50 days.

Responsibility

Potential participants.

Select a representative advisory commit-
tee for the Situational Analysis work-
shop. Members should incfude partici-
pants and Extension agents, specialists,
and administrators, such as agricultural
agents, home economics agents, 4-H
agents, water specialists, and district
directors.

Time

T minus 310Q's7
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EXHISIT3

Tentative Schedule

PREWORKSHOP PREPARATION

Time
9:00a.m.
9:05a.m.
9:30 a.m.
9:45 a.m.
10:15 a.m.
10:30 a.m.
11:15 a.m.

12:00 noon
1:00 p.m.

2:45 p.m.
3:00 p.m.

4:00 p.m.
4:15p.m.

9:00 a.m.
9:15 a.m.

10:15 a.m.

DAY ONE

Activity
Program Introduction
Group Warm up and Interaction
Reasons for Improving Situational Analysis
Identify Training Needs and Set Group Goals
BREAK
Understand Situational Analysis Model

Preparation Phases
¢ Boundaries

* Focus

e Leadership
LUNCH

Preparation Phases (continued)
¢ Personalities
Implementation Phases

¢ Four Perspectives

BREAK

Implementation Phases (continued)
¢ Value Orientations
* Questions

Review and Closing
Close

INTERIM

DAY TWO

Welcome/Review

Implementation Phases (continued)
* Publics

¢ |nvolvement

e Collecting Data

BREAK

1 O 8 continued
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10:30 a.m. Concluding Phases
¢ interpret
12:00 noon LUNCH
1:00 p.m. Concluding Phases (ceatinued)
¢ Decicie Conclusions
2:00 p.m. BREAK
2:15p.m. Concluding Phases (continued)
¢ Reflect

¢ Learner Needs
¢ Objectives

¢ Report
3:45p.m. Action
4:00 p.m. Close
FOLLOW-UP

Responsibility

Workshop leader and workshop advisory
committee.

Process

Send proposed overview of the workshop
schedule (see Exhibit 3) to workshop ad-
visory committee to hold a meeting with
the advisory committee. 1'i:is proposed
schedule ~=.-rview will ir.clude activities
for Prewu: wshop Preparation, Day One,
Interim, Day Two, and Follow-Up time
periods. Depending on how the repre-
sentative advisory committee analyzes
the situation, the workshop ieader should
expect to modify the schedule through
a’apting it to local considerations.

Participants’
Self-Assessment

Time

T minus 30 days.

Responsibility

Workshop lcader.

Process: Concrete Experience

All registration forms should be returned
to the workshop leader by the registration
deacline. The leader then sends a letter
(sample letter in Exhibit 4) to registrants,
indicatin 'ne next experiences and
participants’ responsibilities. Include
with the letter:

1. Personality Inventory so participants
can determine their personality styles.
The scoring sheet must be photocopied
by the participa~t and returned to the
workshop leader 10-15 days prior to the
date of the workshop. The Hogan ar.|
Lhampagne Personality Style Inventory
(PSI) can be purchased from:

Organization, Design, and Development
101 Bryn Mawr
Bryn Mawr, Pennsylvania 19010

The Myers-Briggs Type Inventory
(MBTI) can be purchased from:

Consulting Psychologist Press, Inc.
577 College Avenue
Palo Alto, California 94306

Or, elsewhere,
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Center for Application of [Note: If the participants have recently

Psychological Type taken these or similar assessments that
2720 N.W. 6th Street gave tu~ir Jung personality type, they can
Gainesville, Florida 32609 record the type and send the scores from

those previous assessments. ]

EXHIBIT 4

Letter From Workshop Leader

Dear

I am very pleased that you have registered for the two-day in-service work-
shop on Situational Analysis to be held (date) to (date), 19_____ . Those of
us who are involved in planning the workshop are excited about it, and
believe you will be, too.

As indicated in early notices, the two days will be very experiential; i.=., will
depend on your involvement. Therefore, | am enclosing several items and
have the following tasks for you.

1. Extension Service Problems. Identify and prepare a list of what you
believe are your major obstacles in performing your Extension program
responsibilities atthis time, or what you foresee developing into more
serious obstaclesin the future.

2. Personality Inventory. Please complete the scoring sheet on the enclosed
personality inventory, if you have not already completed such aninven-
tory. Photocopy the scores and rsturn the original to me by (date at least
15 days prior to Day One). If you have a score from a previous inventory,
please send me those results.

3. Adams Counly Examiner. Please read and become familiar with this
newspaper and bring it with you on the first day of the workshop. You will
be usingit at the sessions.

4. Situational Analysis Self-Assessment. "lease complete the checklist and
return it to me (date at least 15 days prior to Day One). Also, bring with you
to the woirkshop a situation statement from your most recent plan of work.
You will be using both your self-assessment and your situ ation statement
on Day One of workshop.

Again, | am pleased to have you as part of this workshop. Please call me at
(phone #) if you have questions before the workshop. | look forward to seeing
you.

Sincerely,

Enclosures: Personality inventory
Newspaper
Situational Analysis Self-Assessment
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2. A copy of the Adams County Ex-
aminer (in Instructional Aids), a short,
weekly newspaper. Participants should
read the newspaper prior to the workshop
sessions.

3. The *‘Situationai Analysis Self-
Assessment’’ (in Learners’ Packet) so
participants can rate their current situa-
tional analysis knowledge, attitudes,
process, and plan of work situation state-
ments.

The workshop leader should emphasize
that the participants are expected to bring
their copies of the personality inventory,
the Adams County Examiner newspaper,
and their situation statements with them
to the workshop. The workshop leader
will want to have extra copies of the
newspaper on hand at the workshop for
those who forget theirs.

Decide on Teaching
Responsibilities

Analyze and Summarize
Participants’ Personaiity
Inventories

Time

T minus 15 days.

Responsibility

Workshop leader and program par-
ticipants.

Process

Time

T minus 25 days.

Responsibility

Workshop leader.

Process

Identify responsibilities of district
leaders, program leaders, participants,
and workshop advisory committee mem-
bers within the situational analysis work-
shop sessions. The advisory commiittee
can assist in identifying role players if on
Day One the workshop leader will be
using the role-play opticn under the head-
ing, “‘Increase Understanding of the
Four Perspectives—Phase 5.”” The
leader then can send the role players the
necessary information.

The pe:sonality scoring sheets should be
returned to the workshop leader. Use the
scores tc identify and understand the
various personality styles within the
workshop participant group. This infor-
mation will be helpful during the work-
shop in dealing with individual differen-
ces among the participants. The variety
of personality and learning style preferen-
ces found in any group requires sensi-
tivity and flexibility on the part of the
leader and adaptation of the planned
learning experiences

[Note: The Situational Analysis Model
includes personality styles as an impor-
tant part of situational analysis. In-
dividual scores on four personality
continuums will be the starting point on
Day One in discussing Phase 4: Know
Personalities.)

Time: Day One

Prepare and Set Up for
Training Session

(60 ininutes)

The leader needs to check on last-minute
details and be prepared to conduct the
workshop, as planned, but also must be
prepared for the unexpected, such as
extra participants, participants not show-
ing up, orequi ment failures. All prior
planning would be of no benefit if minute
details like participants’ comfort or
needed materials are missing.
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Responsibility:

Workshop leader and workshop advisory
committee.

Materials

Overhead projector and screen
VHS videotape player and monitor
Flip chart with an extra pad of paper
Masking tape

Markers (at least five colors)

Name tags, with nar e and position
Transparencies (TMs)

Various handouts

Wall posters on situational analysis
Wall posters on value orientations

Particip-ants’ returned Preworkshop
materials-

® Personality score sheets

o Personality summary

¢ Sclf-assessments

¢ Self-assessments summary

Leadc:’s Guide

Learners’ Packet
Sourcebook

Other library references, such asin the
Selected Annotated Bibliography

Refreshments

Process

Set up and check operation of all the
audiovisual equipment. Arrange tables
and chairs in a comfortable manner (see
Exhibit 5). Avoid a typical classroom
style arrangement. Use tables with four
to six people seated at each table. Place a
Learners’ Pzcket on the table for each
participant.

Tape the situational analysis posters on
the walls around the room, spacing them
so that participants can easily see them.

Near the door to the room, set up at least
one table on which you will arrange the
participants’ workshop assignments and
prewritten name tags in alphabetical
order. Unclaimed name tags and mate-
rials on the table allow the workshop
leader to note quickly who, if anyone,
does not show up for the workshop.

EXHIBIT 5

Posters
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Greet and Make Participants
Weicome

(30 minutes)

To avoid participants’ experiencing a
mental letdown, especially those who ar-
rive early, it is crucial that some options
are available for this time period and that
participants are able to satisfy early
group-building tasks.

Responsibility .

materials are located, and invite them to
enjoy aveilable refreshments, while they
wait for the program to begin.

Program Introduction

Workshop leader or advisory committee,
or both.

Instructiona! Goals

(5 minutes)

The time has arrived. All your planning
and preparation is done. Implement your
plan. Be flexible and prepared for unfore-
seen learning opportunities.

Responsibility

¢ Tocreate a friendly, personal, com-
fortable learning environment.

¢ To have the instructor greet each par-
ticipant before the program.

¢ To help the instructor start learning all
the participants’ names.

Learning Objectives

Key administrators or workshop leader
or both.

Materials

Flip chart
Markers

Process

1. Participants will learn that the
workshop atmosphere is open, friendly,
and personal.

2. Participants will complete most of
their personal greetings prior *) the for-
mel agenda.

3. Participants will become veady for
start of program.

Materials

Prewritten name tags
Preworkshop assignments

Refreshments

Process

As the participants enter the room, the
workshop leader, or a designated host,
should greet them, int1oduce himself or
herself, guide participants to the table
where the name tags and preworkshop

The leader will make positive opening
remarks regarding the participants and
the program, e.g.:

**Good morning. Iam_____ .
Welcome to what I think are going to be
an exciting two days of discussing situa-
tional analysis. I will be the workshop
leader, and I am glad all of you are work-
ing with me. Without taking a lot of time,
because we are on a very tight schedule, I
would like to make a few general an-
nouncements before we get started with
our program.”’

1. Introductions of workshop committee
members, administrators, key people.

2. New peor e introductions.
3. Snacks

4. Breaks

5. Lunch arrangements

6. Smoking policy

7. Travel and expense accounts
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8. Location of rest rooms
9. Other

Option: As we have suggested, the set-
ting for in-service training might be a
major state conference or a regular pro-
gram area or district meeting. If so, the
welcome and kickoff will be more effec-
tive if the key administrator (director,
program leader, district diractor) appro-
priately welcomes participants, intro-
duces the session, and, in turn, intro-
duces the leader of the session. Other
options have to be considered to assure
appropriate entry and readiness of the
participants.

Then the leader can say something like
the following:

*“To give you a general idea of how this
workshop on situational analysis is or-
ganized, and how we will be proceeding,
let’s look at the following schedule.”’

The leader should use the flip chart to
write an outline of the workshop
schedule (see Exhibit 6).

Group Warm-Up and
Interaction

(25 minutes)

Once the group has been welcomed and
announcements are made, establish the
character of the workshop by immedi-
ately getting participants involved with
each other in an easy activity related to
situational analysis.

Responsibility

Workshop leader.

Instructional goals:

* Tointroduce the participants to each
other in a fun way.

¢ To identify the basic concepts of situa-
tional analysis.

* To encourage interaction among
the participants so that they will be
actively involved in upcoming discus-
sions.

® To present a basic working definition
of situational analysis, based on the
warm-up experiences.

Exhibit 6
Workshop Schedule
Preworkshop Preparation
Day One (Date )

Self-assessment
Situational analysis model

Interim
¢ Evening or days

Day Two (Date

)

¢ Review

Preparation phases: Phases 1 through 4
Implementation phases: Phases 5 through 7

¢ implementation phases: Phases 8 through 10
¢ Concluding phases: Phases 11 through 16

Follow-Up
¢ Application of ideas
¢ Consult withworkshop leader
¢ Feedback on results
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Learning Objectives

1. Participants will learn about another
participant’s personal situation.

2. Participants will analyze ancther’s
personal situation.

3. Participauts will make a decision
about the other’s situation, based on their
analysis.

4. Participants will learn the definitions
of situation and analysis

Materials

(2) a one-word description of the other’s
personal situation; e.g., fun, bored, ener-
getic, young, tired, laid back.

The leader should record on the flip chart
each word used to describe the partici-
pants’ personal situations as each partici-
pant is introduced by his or her partner.

Process: Reflections/Observations

Overhead projector and screen
Flip chart

Markers

Transparencies 1, 2, 3, and 4

**Personal Situational Analysis’’ (in
Learners’ Packet)

Procese: Concrete Experience

Using the materials to achieve the goals
and objectives, ask the participants to
pair up with someone they do not know
or do not know very well. Tell each per-
son to interview his or her partner, using
the questions onthe *‘Personal Situa-
tional Analysis’’ (in Learners’ Packet) as
starter questions. Give the following in-
structions verbally and write them on the
flip chart.

**Choose one partner and interview that
person for 2-3 minutes Then switch and
have the other partner do the interview-
ing for 2-3 minutes.

*‘Interviewers should write a one-word
summary of the other person on the Per-
sonal Situational Analysis sheet in the
space labeled ‘Analysis Summary’. Inter-
viewers should also write a one-word
description of a problem or obstacle.”’

Call everyone back to the large groug.
Have each person verbally introduce
his/her partner io the group by stating:
(1) the partner’s name and position and

When all participants have been intro-
duced, the workshop leader should use
the following discussion questions:

*‘What evidence, data, and observations
were used to determine the status of a per-
sonal situation?’’” Answers might include:

¢ Interview content

What the person said

Body language
* Tone of voice
¢ Expressions

* Rumor

Clothes

**How accurate and complete do you
think these data are? Could you depend
on these data? Why or why not?

**Could stereotyping, prejudice, personal
history, or your personality style have in-
fluenced your data analysis?’’

[Note: If the group does not respond
when asked the first question, pick out a
specific word from the list (preferably a
funny or extreme word) and ask specifi-
cally about that word. This should be a
fun, light discussion to facilitate interac-
tion and involvement, yet be related to
situational analysis.]

After 15 minutes of the 25 minutes allot-
ted to this activity, move to the next ac-
tivity by summarizing this discussion:

**We have all conducted situational anal-
ysis in our professional and personal
lives. We just experienced a very quick,
informal analysis of each other’s per-
sonal situation.’’

1-‘.;—
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Aruitoxt provided by Eic:

Process: Reflections/Observations

*‘Before going into more depth, we will
do two things at this time. First, based on
this experience, how would you now
define situational analysis? What have
we done in the past 10-20 minutes that
we could list as general principles of situ-
ational analysis?"’

Obtain the responses from the group, but
try to generate the following list of ideas
and record them on the flip chart:

® Questions

* Focused

¢ Observations and data

* Interrelated parts or aspects
* Notsimple; complex

¢ Communicate

® People-oriented

® Perceptions

® Conclusions and decisions

¢ Implications and consequences.

The instructor should then say the follow-
ing:

Transparency 1

Situations

—Circumstances and
Dilemmas

—Perplexing

—Choices

ERIC’

*‘For good communication, let me share
a couple of definitions.”’ (Show
Transparency 1.)

““Sitations are sets of circumstances,
dilemmas, contexts, or environments in
which Extension professionals and their
publics find themselves perplexed regard-
ing choices on future Extensicn program
directions.’’ (Show Transparency 2.)

Transparency 2

Situational Analysis Defined

—Process

—Sorting

—Involved publics

—Observations

—Measurements

—Values and criteria

—Interpretations

—Needs, resources,
obstacles

—Improved decisions

Situational analysis in Extension educa-
tion program development is a process
by which ~omplex sets of circumstances
are observed and separated into smaller,
more manageable parts and components.
When working with Extension publics,
this process leads to more complete ob-
servations, measurements, under-
standings, interpretations, and
judgments about the parts, the patterns
between them, and the environment in
which the situation occurs. These
analyses and interpretations are made in
relation to desired values and criteria
and improve the program developer’s
Jjudgments and decisions about needs,
goals, resources, obstacles and methods.
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** Any questions on these definitions? Do
they fit, or are they consistent with what
we have just experienced? Yes? No?

“‘Let me summarize by reviewing for
you a set of perplexing circumstances, in
fact, seven of them’’ (see Sourcebook,
‘‘Why Situational Analysis?"’) (See
**Seven Situations’’ in Learners’ Pack-
et.) Show Transparencies 3 and 4.

Transparency 3

Transparency 4

Seven Situations

1.Dammed stream.

2. Accident in rocks and rapids.

3. Hanging on the cliff.

4.0n the cliff's edge before fall-
ing over,

5. Sign—*‘Bridge Out.”

6.'‘Detour” sign.

7.Community meeting.
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The seven situations are like this:

Situation

2. Accident, bottom of cliff, rocks,
rapids, picking up pieces.

3. Hanging on cliff by fingertips.

5.0ne thousand vards back warning
sign of bridge out; hard to turn back;
spent er.ergy; heavy commitment.

6.One mile back detour sign; means
backtracking; wastes time.

7.At start, general community meet-
ing; should we take route thatis
most risky, scenic, and shortest or
safe, slow, and dull route?

1. Villagers, dammed stream and flood.

4. Notice bridge is out; on the cliff edge.

Purpose or Decision
Reduce flooding

Save and repair lives; stay in
flood plain.

Save self, if possible.
Too late for decision; panic.

Ignored; push ahead.

Take shorter and more
dangerous route.

Independence; impulsiveness;
uninformed decisions; take the
risky one in spite of time to do
surveys, analyze, and plan.

After describing the seven situations, the
leader should emphasize the following:

* We have many different types of situa-
tions.

¢ All faced by Extension.

® Vary in lead time and crisis dimen-
sions.

® Vary in scope and crises.

® Not all appropriate for data collection.
® Cannot deal with just one type.

® Cannot ignore those who face crises.

* Cannot give everyone a road map.

The leader then should use the following
discussion questions:

‘‘Have we faced these in Extension?
*‘Which ones do we want to face?

*‘What role does E ‘tension want; educa-
tion or crises intervention?"’

After discussion, the leader should move
on to the next section.

1
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Reasons for Improving
Situationa! Analysis

(15 minutes)

Once the group is warmed up and
focused on situational analysis, the par-
ticipants will be ready to learn why situa-
tional analysis is important to their work.

Responsibility

Workshop leader.

Instructional Goals

* To encourage participants to identify
and share perceived obstacles and
problems in effective Extension work.

® To establish or reinforce group readi-
ness for the workshop.

Learning Objectives

1. Participants will learn about many
problems and obstacles to effective
programs.

2. Participants will learn the relationship
between problems and the concept of
situational analysis as major reasons and
importance for improved situational
analysis.

Materials

Flip chart
Markers

Process: Concrete Experience

The leader can introduce ‘‘Reasons for
Improving Situational Analysis’’ by
saying the following:

‘‘We now have a basic definition of situa-
tional analysis, which we will focus on
during the pext two days. I indicated I
wanted to do two things before we pur-
sue the idea of situational analysis in
more depth. Now, I would like you to
pick up on the second item with me.

‘I would like to have you thiuk of the
obstacles and problems in Extension
work that prevent you from being as
effective as you would like. This is the
same problem(s) I ask:d you to identify
when I wrote to you several weeks ago.
Some of you had a chance to record this
information on your *‘Personal Situation-
al Analysis’* sheet earlier. If youdid
not, take a minute to think of this major
concern. Okay, let’s hear what they are.
I will write them on the flip chart.”

Write the problems on the flip chart as
participants give them. Keep recording
until little repetition occurs. Then discuss
th. problems with the group and identify:

¢ The major categories the problems
fall into.

¢ The meaning of the problems in rela-
tion to situational analysis.

® Whether or not these problems are
reasons for improved s